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EXECUTIVE SUMMARY 

HAVA is an organization with considerable potential to assist in the 
devel cpment and coordi nati on of the numerous pri vate vol untary organi zati ons 
(PVOs) working in Haiti. Estimates of the number of such PVOs run from 300 to 
800 with the difference accounted for in part by differences in definition of 
what constitutes a PVO. Whatever their number, PVOs are an important resource 
for th~ development of Haiti. In addition to their~rnaterial and human 
resources they bring readiness to work at the community level, which puts them 
in touch wi th the needs, problems, and capabil i ti es of the 1 ess advantaged, 
and a long-term commitment, which is conducive to well-rounded development and 
responsive to long-term problems. 

By well-rounded development we mean developfilent which does not just deal 
with particular needs such as health or, even more specifically, corn 
production, but which deals with all basic needs in such a way as to enable 
the beneficiaries, in the long run, to meet their own needs, to take off as it 
were. The long-term commitment means that the PVOs are there to p'ick up the 
pieces when the benefits of specific projects are undone by subsequent 
probl ems such as organi zati onal breakdown or change in markets for 
agricultural products. 

Several forms of help, however, could greatly increase the efficiency and 
effectiveness with which the PVOs in Haiti carryon the task of development. 
Most important are institutional development (i.e., development of the 
planning, management, and evaluation capabilities of the many sm~ll and 
inexperienced PVOs), and coordination of PVO activities in such a manner as to 
avoid duplication, work out cor.unon objectives, and share resources. HAVA is 
playing an important role in providing the needed help in these areas. 

To accomplish that aim more effectively, however, HAVA needs to take 
ce~tain internal steps and receive external support. First, HAVA must 
acti va te its sectoral commi ttees, whi ch are its potenti ally most important 
instrument for coordination of PVO efforts. Most of these coliltlittees have not 
attained the possible or desirable level of activity. Secondly, though HAVA 
has been quite successful in obtaining project funds, it should move quickly 
and vigorously to develop sources of funding for its core administrative costs 
for which it is currently almost completely dependent on AID. One of the most 
attractive sources of such funding. attractive because it is not dependent on 
donors, is provision of reimbursable services by HAVA to its members. This 
evaluation explores the possibilities for such services at length and suggests 
a number of actions to introduce 3n experimental effort. 

External assistJnce from AID will be needed in the immediate future to: 

(\ cover core adrllinistrative costs after expiration of the 
current grant and until HAVA has developed other sources 
of funding for that purpose; 
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o fund the hiring of a reimbursable services manager and of 
a fund raising expert in the United States; 

G continue the HAVA small grant program, which is an 
important instrumentality of the institution-building 
effort, both by virtue of the resources it provides small 
PVOs and, even more importantly, as a means of bri ngi ng 
these PVOs into HAVA's orbit; and 

t) fund technical assistance and training in irrstitutional 
development. 
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1. SUMMARY 

A. PURPOSE OF EVALUATION 

HAVA is being evaluated on this occasion for several purposes. One is to 
provi de a basi s to USAID. whi ch gave HAVA a two-year grant now drawi ng to a 
close, for deciding whether further support to HAVA is warranted in the light 
of its performance under the grant and its current potential. The second is 
to advise USAID what should be done in the future,. if its funding is 
continued. to increase HAVA's effectiveness and viability. The third, and by 
no means least important. is to advise HAVA on what it can do to increase its 
effectiveness and viability. 

B. SUMMARY OF PROJECT DESCRIPTION 

1& Implementation History 

a. Project Goals and Purpose 

HAVA, the Haitian Association of Voluntary Agencies, is a non-profit, 
non-government, apolitical consortium of private. voluntary organizations 
(PVOs) also referred to as NGOs (non-governmental organizations). .It was 
founded in 1981. In July 1984 USAID ·provided HAVA $364,000 in ESF funds for a 
two-year period. 

The project goal was to assist the Haitian rural and urban poor by 
coordi nati ng and strengtheni ng the efforts of the consi derab 1 e and di verse 
population of private and voluntary agencies currently operating in Haiti. 
The purpose of the project was to help HAVA establish itself as an effective 
and viable PVO clearinghouse and support organization. This purpose was to be 
accomplished through the following activities. 

1. The creation of a permanent core of professional personnel. 

2. The establishment of a capability to collate information on NGOs in 
Haiti as well as manage information systems to ensure more effective 
p1 anning and greater exchange of approaches and experti se among NGOs. 
donor ideas. agencies. and other private and public sector agencies in 
Haiti. 

3. The management of a sub-grant fund in the amount of $!lO ,oUO earhlarked 
for small NGOs in the development sectors. 

4. The establishment of a part-time liaison position wit'h tne Florida 
Association of Voluntary Agencies for Caribbean Action (FAVA/CA) for 
the improvement of relations and fund raising capabilities between 
HAVA. FAVA/CA. and other U.S.-based NGOs. 

5. The establishment of a public relations and fund raising activity 
within HAVA for the strengthening of its overall and long-term 
financial viilbility. 



b. Project History 

In December 1983 HAVA submi tted a project proposal to USAIU/Hai ti for 
funding; yet since it required additional information, another proposal was 
prepared and presented to USAIU in r'larch 1984. 

The proposal solicited funds for institution building and provision of 
services to member agencies. After considerable negotiations, USAIU responded 
favorably and approved the grant request for a two-year period (July 1984-June 
1986). In July 1984, the funds were made available to HAVA. 

The second stage in the evolution of HAVA was marked by institution 
building and the consolidation of its services. The grant permitted HAVA to 
put necessary administrative structures in place, enabling it to carry out its· 
initial mandate. 

Thi s peri od was also marked by the conti nued tendency toward 
diversification of the membership and a marked increase in the number of 
national and non-American agencies affiliating themselves with HAVA. This 
tendency was reflected in the new Executive Committee (board of directors) 
which was elected in the fall of 1984. 

HAVA TeChnical Committees shifted their perspective and activity in view 
of changing priorities within the membership and the increased coordinatiun 
amongst the various agencies. Earlier they emphasized primarily seminars 
including government representatives. Now they are primarily concerned with 
the identification of inter-agency capacities and problems and with the 
development and implementation of joint program approaches. I 

The AID grant period has just come to an end and HAVA is examining its 
future directions and seeking other sources of funding. 

Having gone through some of the stages of institutional growth, HAVA is 
now also beginning a process of self-evaluation whereby values and policies 
are re-examined with a view to their 10ng-terr.l implications for the 
institution and for development in general. This process has been, and 
continues to be, principally an internal one arising from the membership, 
rather than being a reaction to external factors. 

In 1986 HAVA is no longer the same organization that it was in either 1981 
or 1984. In general this difference can be attributed to three factors: 

~ a change in membership; 

o the development of its .administrative structure through 
adequate staffing and equipment and the elaboration of 
appropriate procedures; 
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• the increasing diversity within the growing HAVA 
membership and in particular the shift in objectives 
within the membership. 

HAVA has in the past had what could be characterized as a somewhat passive 
membership. There have been exceptions but the Executive Committee, realizing 
this tendency, has been looking for ways of increasing the participation of 
members. 

During the past year, one can see the results of "this concern. More 
members are attending General Assemblies and sectoral meetings, more are 
requesting services from HAVA, and, above all, more are asking questions and 
requesting information. This process led to the General Assembly t4eeting of 
Nay 30, 1986, during which agencies requested a reassessment of HAVAls 
original objectives, evaluation of its priorities, and an appraisal of the 
relationship between the general membership and the Executive COlTll1ittee and 
the Secretariat (staff). 

2. Implementation Arrangements 

HAVA is the implementing agency for the AID project in connection with 
which this evaluation is taking place. HAVA is run by a permanent staff, the 
Secretariat, which is paid for by the AID grant and is heavily supported on a 
day-to-day basis by member volunteers on the Executive· Committee, the 
sub-grant proposals review committee (The Technical Assistance Request Review 
Committee, TARRC) and the Technical (Sectoral) Committees. 

The FAVA/CA relationship with HAVA was formalized in a subcontract between 
both organizations. The project included $40,000 to pay for a part-time 
Liaison Officer and Administrative Assistant of FAVA/CA to carry out public 
relations and fund-raising activities on behalf of HAVA in Florida. In 
response to outstanding requisitions for equipment and materials, the contract 
period of one year was extended to a second year ending June 30, 1986. 

HAVA IS membership fees as well as the proceeds from HAVA services to its 
members are utilized to cover non-budgeted miscellaneous expenditures. 

In January 1986, CEBEMO (a Dutch development organization) donated $25,000 
to HAVA to support inter-agency exchange of expertise, program evaluation and 
monitoring, and a program for technical documentation and visual aids. This 
grant does not cover activities included in USAIDls budget. 

In early 1986, PACT (Private Agencies Collaborating Together) gave ~ 
$10,000 grant to HAVA to fund a feasi bil i ty study of a HAVA hostel and 
conference center as a means Of providing services to members. 

Since the end of 1985 HAVA has been looking into other sources of funding. 
in order to ensure its future financial viability. Though HAVA has been vf?ry 
successful in securing funding and probable funding for program activities, it 

- 3·, 



has made little, if any, progress in obtaining· funding for its core. 
administrative costs. A "bridging grant" proposal has been submitted to USAIO 
to cover administrative costs from September 1986 thr~)Ugh I~ay 1987. 

3. Implementation Actions 

USAID's grant to HAVA covered the period July 1, 1984, to June 30, 1986. 
This period has been extended to August 30, 1986, to allow' HAVA to utilize 
remaining project funds while its proposal for a "brid~ing grant" is under 
consideration. 

Two budget revisions were approved by USAIO during the life of the 
project. The first revisions, covering the period July 1985 to June 1986, 
redistributed line item allocations to· reflect the needs of the organization 
as they had evolved. Salary support, travel costs, office equipment ~nd 
vehicle maintenance were, in particular, increased. 

The second budget revi si on, in December 1985, basi ca lly served to extend 
the grant period. In this case. support such as office equipment. salaries, 
office expenses, and vehicles were decreased in order to increase other line 
items more directly related to program and institutional viability, such as 
travel costs, technical committees costs, and public relation costs. 

The total amount of the original grant budget, $364,000, remained 
unchanged. 

Cc SUMMARY OF MAJOR FINDINGS 

Although HAVA got off to a slow start, due to weaknesses in leadership, 
the pace and quality of its activity have picked up impressively during the 
past year. and particularly the past six months, with cnanges of the President 
and Secretary General. This has been demonstrated in program accomplishments, 
including funding obtained from and proposed by donors, ana management systems 
put in place. These accomplishments; extensive conversations with the HAVA 
Secretary General, Executive Committee members, HAVA members and non-members, 
and representatives of donor organizations; and observa~ion of HAVA officials, 
the Executive Committee, and the General Assembly in action have convinced us 
that the organization has a very good potential to assist significantly in the 
development and coordination of pva programs in dreas of priority interest to 
its members and AID. . 

IiAVA still has weaknesses, in the performance of the Techni ca 1 COlTlTli ttees, 
in seeking on-going funding for its core administrative costs, and in lesser 
matters, but it is aware of the weaknesses, is determined to address them, and 
has sound ideas of how to go about doing so. 

The potential linkage betw~en HAVA and USAID strategies is very close • 

• i/_ 



o. SUMMARY OF RECOMMENDATIONS 

1. HAVA 

a. Priorities 

1) HAVA's program should concentrate on the following, in the order 
indicated: 

• • institutional development of members, r>articular1y small 
and Haitian pVOs; -

• coordination of member activities; 

• reimbursable services which earn income for HAVA wMi1e 
benetlttlng members; 

• representati on of member i nterests befor~ government et 
a1.; 

• obtai ning and admini steri n9 funds and other resources for 
members; 

• technical assistance and training; 

• information gathering and dissemination. 

2) Cross-cutting priorities. HAVA should: 

G emphasize programs which meet the basic needs (food 
production; environmental protection; income and 
employment generation; primary and preventive health care; 
primary, adult and development program related education; 
and basic shelter) of the less advantaged; 

e take appropriate action to assure attertion to cross
sectoral considerations (for instance the role of women in 
development and the use of appropriate technology) 
including formation of special committees, literature 
review and consultation with experts, dialogue between 
technical committees and special committees and staff, 
holding workships and seminars, and issuing ~ulletins; 

o seek to increase membership by rendering the above 
services effectively_ and taking the steps recommended in 
section d. "Membership and Participation in HAVA," below. 

3) Subgrant programs 

~ should not be expanded to the point where they conflict 
'tli th other pri ori ti es; 
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, may be kept within manageable size by giving preference to 
1 arge grants, provi ded thi sis not penni tted to interfere 
with the institutional develoument priority, i.e., the 
need to develop the smaller and less experienced PVOs. 

be Services 

1) Institutional development should: 

., include tra'ining and technical assistance in· developing 
program and project planning, management including project 
implementation, and evaluation; 

, be one of the primary responsibilities of the HAVA 
Secretary General; 

., be furthered by the use of members to help each other, 
through continuing relationships as well as in an ad hoc 
manner, and by calling upon free or low-cost technical 
assistance sources, such as PACT, as well as HAVA staff; 

II be furthered among more advanced members by exchanges of 
personnel for evaluation purposes. 

2) Coordination should: 

., include avoidance of duplication and overproduction, 
arrangement of mutually supporti ve efforts and sharing of 
resources, provi di ng techni ca 1 i nformati on to members, and 
developing common positions with regard to needed or 
opposed government action; 

o be furthered through the HAVA technical committees, which 
for this purpose should be strengthened by 

~ filling out their membership, 
- being provided with at least part-time staff, 
- requiring result oriented annual action plans and 

agendas for, and reports on, individual meetings, 
~ expanding the role of the Agticulture Committee to 

include environment, or creating a new Environmental' 
Committee, and adding Employment Generation to the 
Income Generation Committee, 

- promoting division of 1aJor, specialization, and 
sharing of expertise among members, 

- obtaining from outside experts technical information, 
ideas, and comments on program~ proposed by tIle 
committee and sharing these with the members in the' 
committee and through bulletins, 

- developing geographic or product foci (e.g., watersheds 
or crops) around which coordination efforts can 
coalesce, 
developing comlilon positions on issues of importance; 



- ·providing the members involved in production-oriented 
activities with information on local market 
opportDnities and technical assistance sources, and 

- eventually striving to promote sectorwide planning and 
coordination. 

3) Reimbursable services should be developed by HAVA as rapidly as 
possible, as a source of income as well as a service to the members, 
with due consideration of HAVA relationships with the for-profit 
private sector, by: • 

G establishing a separate department for this purpose; 

e hiring, perhaps on a cOll111fssion basis, an entrepreneurial 
person with business skills, and, if possible, experience 
who is interested in HAVA's goals; 

o placing tne prime responsibility on the reimbursable 
services manager to decide when it is necessary to 
contract for feasibility studies rather tnan undertaking 
expensive studies beforehand; 

o building up services gradually so as to avoid excessive 
administrative burdens and minimize risk, perhaps by 
contracting initially for services in some cases rather 
than providing them directly; 

e supervi si ng the reimbursab1 e servi ces manager closely at 
the beginning, through the Secretary General and/or a 

. member knowl edgeabl e about busi ness. to assure that 
adequate feasibility studies are done, that no undue risks 
are taken and that the manager is going about the job in a 
satisfactory manner; 

~ notifying the members of the purpose and experimental 
nature of the effort so that they don't feel 1 et down or 
lose confidence if services are discontinued; 

o charging fees for services currently provided free of 
charge wherever such services are not customarily provided 
to the members by an association of organizations such as 
HAVA; 

o charging for funds raised by HAVA, if not directly, then 
through charges for search costs. proposal wri ti ng, and 
accounting services; 

(. setting a sliding scale of fees according to the ability 
of various categories of members to pay; 

" educating members to the need for a feE system. 
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4) Representati on of member interests before the government and others 
should be a responsibility of the technical committees as well as the 
staff and should focus on such problems as governmental constraints to 
d~velopment in their sectors. 

5) Obtaining and administering funds and other resources should be pursued 
\ by: . 

o giving priority for assistance to those PVOs which are 
least capable of raising funds themselves,. including 
locating funding sources, assisting in proposal writing, 
and admi ni steri ng subgrants for donors which do not want 
to make small grants; 

II retaining professional fund-raising assistance in the 
United States with a focus on small foundations and 
individuals and establishing direct links between donors 
and Haitian PYOs; 

CI seeking funds in Haiti both directly and through large
scale, United Way type drives; 

() seeking endowments as well as project grants; 

e obtaining for the members resources other than cash, such 
as excess property, but avoi di ng suppl i ers who are 
moti vated more by what they have to gi ve away than by what 
Haitian PYOs need. 

6) Technical assistance and training efforts should: 

o give priority to institutional development and program 
related, as opposed to less focused, training; 

e arrange techni ca 1 assi stance and exchanges among members, 
including a roster of technical assistance time available 
from members, and division of labor and specialization 
among PVOs involved in development efforts coordinated 
along geographic or product lines; 

o list, and establish and maintain relations with, sources 
of free and low-cost technical assistance, such as PACT 
and the Peace Corps; 

~ use member experts for training; 

o eventually acquire staff who can provide teCllnical 
assistance and training; 

o concentrate on priority program related, as opposed to 
more general, training needs; 
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I run courses outsi de Port-au-Pri nce so as to reduce cost 
and/or more effectively reach members outside the capital; 

e arrange seminars or conferences on specific topics for PVO 
specialists working in Haiti to exchange ideas, 
experiences, and techniques; 

• initiate follow-up inqui"ies to find out how useful the 
technical assistance or training proved to be and to 
obtain feedback. • 

7) Information gathering and dissemination should: 

e give priority to information systems which support other 
KAVA priorities such as coordination, representation, fund 
raising, and technical assistance; 

o be evaluated by discussion with representative sClIlIples of 
members; 

~ include, at least in the long run, an agricultural export 
market and technical assistance referral service to 
apprise PVOs in Haiti of market product options and alert 
them to new opportunities and adverse trends; 

o include 
- a government action alert system, 

a list of experts who have rendered good service, 
- a temporary employee roster, 
- a library of evaluations, case studies, anti ;1roject 

descriptions, 
- case studies and evaluations of particularly unusual 

and promising programs. 

Cc Planning 

HAVA should develop long-term and annual action plans. 

d. Membership and Participation 

r~embership and participation in HAVA should be encouraged by: 

o continuing efforts to increase Haitian membership and 
participation through 
- ~ffo~ts to assure subs~antial Hait1an representation on 

cOnJnlttees, 
- translation of all significiant documents into French 

or Creole, 
- uSP. of Creole in General Assembly meetings, 
- use of French or Creole acronyms or compound titles for 

all organizational units; 

( 
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• continuing to make it clear to members and potential 
members that HAVA is an independent organization and not 
an instrumentality of any outside organization or group; 

• encouraging participation by second level staff of members 
in General Assembly and Technical and Special Colllt1ittee 
meetings; 

G increasing the' efficiency and effe~tiveness of meetings by 
requiring action-oriented agendas and us'ng group 
management techniques; 

, decentralizing through 
- seminars and regional assembl ies and chapters outside 

Port au Pri nce, 
- continued frequent field visits by staff and convnittee 

members, 
- enlisting members in Port-au-Prince to visit members in 

the provinces while on field trips; 

G more extensive and systematic contacts with new and 
i nact; ve members through II sponsorshi pll by acti ve members 
and other means. 

e. Other Organizational Matters 

In addition to the above, HAVA should strengthen its organization by: 

G appointing a strong deputy.director as soon as financially 
possible; 

• being careful not to overburden the vol unteer system on 
which it so heavily depends. 

2. USAID 

a. Bridging Grant 

We recoll1llend that USAID conti nue fundi n9 HAVA through a bri dgi ng grant 
period during which it can decide if further funding should be made available. 

b. Ongoing Funding 

USAlU should perform an infonnal, in-house evaluation of t-IAVA around 
January of next year to determine if it is realizing its potential and should 
be provided further funding. The evaluation should look particularly at such 
things as: increase in and quality of member institutional development and 
ccordination activities; progress on representation functions and reimbursable 
services and fund-raising activities; level and quality of Technical Committee 
activities; effective grant administration; and focus on priorities. 
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c. Additional Funding 

We recorrmend that AID provide additional funding to HAVA, beyond that 
provided for in the bridging grant proposal, for the following purposes, in 
order of priority: 

~ hiring a reimbursable services manager during the bridging 
grant period; 

~ retaining at least a part-time fund raiser in ·the United 
States; 

~ $80,000 for continued small ($5,000 or less) subgrants 
during the bridging grant period; 

(l $5,000 for training and technical assistance related to 
institutional development during the bridging grant period; 

(l additional grant administration personnel and' a Deputy 
Secretary General, if AID fundi ng for subgrants exceeds 
$380,000; 

(l Technical Committee coordinators, if the project is 
extended beyond the bridging grant perl0d; 

() a market researcher in the Uni ted States, if the project 
is extended and it is decided that it is worthwhile 
experi menti ng wi th producti on for export by PVO supported 
small famers. 

d. Program Size 

USAlU fundi ng for grants shoul d not be increased above $380,000 wi thout 
a 1 so provi di n9 for personnel to admi ni ster the grants, but even then care 
should be taken not to increase grants to the point where supervision by the 
Secretary General interferes with other priorities or jeopardizes the quality 
of subgrant administration. 

e. Program Coordination 

Management training for AOPS members (a Haitian organization that 
coordinates AID-supported health programs) should be handled by or at least in 
coordination with HAVA. 

E. SUMMARY OF MAJOR LESSONS LEARNED 

The major lesson learned, or rather, reaffirmed, in this evaluation is 
that leadership is the most ir,lportant factor in organizational success, more 
important than systems or structure, and that donors must pay special 
attention to it rather than treating it as a given. 
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Fe EVALUATION METHODOLOGY 

1. Objectives and Organization of Data-Gathering Instruments 

This is an end of project evaluation. Its objectives are to determine 
whether AID shoul d conti nue to provi de fi nand a 1 support to HAVA and if so 
what steps should be taken to strengthen HAVA's performance. 

Information was gathered through interviews with members of HAVA, 
non-member PVOs in Haiti, USAID/Haiti and AID/Waihington personnel, 
representatives of donor agencies, and officials of international PVO 
consortia (CODEL and PACT). Although checklists of questions were used in the 
interviews (Annex C) they were not administered as questionnaires. Interviews 
were open ended and otherwise structured so as to encourage constructive 
cri ti ci sms and suggesti ons from informants. Suggesti ons for-mul ated by the 
evaluation on the basis of early interviews were discussed at length with 
later informants. 

Observations of the HAVA staff and CO/Tl11ittee members as well as HAVA 
members were conducted through attendance at meetings of committees and 
individuals and at a HAVA General Assembly, and through the presence of the 
evaluators during HAVA field trips and during day-to-day office work. In 
addition pertinent files and documents were reviewed. . 

The sampling of informants interviewed was :;stablished by referral. At 
the end of each ; nterv; ew, the i nformant--whether member or non-member of 
HAVA, whether favorable or not to the Association--was asked to recommend one 
or more other informants capable of providing valuable corrunentaries, 
suggestions, and/or ~riticisms. 

2e .Itinerary and Other Logistical Details 

The evaluation team \'Iorked in the HAVA office. Interviews \'Iere held at 
the HAVA office or at the office of the informants both in and out of 
Port-au-Prince. Three days were spent in the field from June 18 to 21, in the 
north of Haiti in and around Gros Morne and Cap-Haitien. The purposes of this 
field trip were to find out now HAVA is seen by members or potential members 
in the provinces and to observe HAVA personnel in action in the field. 

The HAVA Secretariat has provided the evaluation team with unstinting 
support. All sta ff members were ready a tall times to help and responded to 
ques ti ons and reques ts wi th great pa ti ence and thorougtlness. Uocuments and 
files requested were submitted diligently and rapidly. 

The USAID PVD (Private Voluntary Uevelopment) office staff nas also been 
very helpful and responsive in providing information. documents. and 
logistical support to the evaluation team. An AID vehicle with chauffeur was 
made available for the three-day field trip. 

1'ransportation within the Port-au-Prince area was provided by the local 
evaluator in her personal vehicle and by public transportation • 
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3. Composition of the Evaluation Team 

The evaluation Team Leader, Richard Greene, was contracted in the United 
States by Creative Associates. His candidacy had been previously approved by 
HAVA's Executive Committee. Mr. Greene has extensive experience in 
development policy, planning, assessment, project design, evaluation, program 
and project management, technical assistance, training, and logistic support. 
He spent over 25 years with AID and has been an international development 
consultant for the last four years. He has worked in Latin America and the 
Carri bbean, A fri ca, and As i a. • 

G. COMMENT ON EVALUATION SCOPE OF WORK 

The evaluation scope of work was exceptionally thorough, clear, and 
explicit. This was helpful in orienting the evaluators and identifying 
specific questions for the evaluation. On the other hand, there was a 
potential problem with the scope of work arising from its specificity.' In an 
effort to suggest ways of appraising HAVA's managerial capability, the scope 
di rected the evaluators to exami ne various management systems (such as the 
policies and procedures manual, evaluation forms, instructions and practices, 
and management information systems) without, however, spelling out the broad, 
underlying question these specific questions were intended to address. 
Although examining these systems was helpful, direct observation of the 
functioning of the chief executive officer (Secretary General) and other 
officers of the Association, and asking members and informed others what they 
thought of the functioning of the Association, was more helpful. 

I 

There was no difficulty over this in the instant case, since the 
eva 1 uators noted the problem and the Project Manager readi ly agreed to a 
change in emphasis. However, it's conceiveable that some evaluators would 
take the scope of work literally and spend too much time on questions 
prescribed in the scope while neglecting better lines of questioning which 
were not prescribed. To avoid that ~t would be helpful if care were taken in 
preparing scopes of work to state the underlyi ng questi on and present the 
speci fi c questi ons as ways of getti ng at it whi ch shoul d be subjected to 
critical scrutiny and are open to renegotiation. 



II. BACKGROUND 

A. HISTORY OF HAVA 

The Haitian Association of Voluntary Agencies (HAVA), which was founded in 
1981, has evolved through various stages which were and are indicative of its 
institutional growth and development. We will briefly describe these stages 
in order to provide the context, both historical and institutional, for an 
examination of HAVA as a PVO consor~ium in 1986. • 

The early phase constitutes the period from the founding of HAVA t6 early 
19ti4. HAVA was founded by ii. group of private vol untary agencies which saw a 
need for a PVO umbrella organization to coordinate development efforts and 
disseminate information. The 1970 ls were characterized by a rapid increase in 
the number of organizations involved in development in Haiti and a major 
increase in the amount of foreign aid money coming into the economy. The 
situation was, in a sense, out of control. The sheer number of both 
organizations and dollars often resulted in the duplication of projects, lack 
of connnunication, lack of understanding, and, in some cases, mismanagement 
leading to benefits accruing to people other tha:1 the target grouD. The. 
foundi ng of HAVA was a way of respondi ng to thi s si tuati on and counteract; ng 
its negative aspects. 

The founding group of HAVA members was made up of development and relief 
organizations which were either medium- or large-sized and which, for the most 
part, coul d be characteri zed as Ameri can or Ameri can-ori ented.. Thi s 
uniformity was apparent and influenced the way in which other organizations 
viewed HAVA. The Haitian Association of Voluntary Agencies was, at that time, 
not very Haitian; the Haitian viewpoint was little represented. 

The presidential decree of 1982 concerning the registration of relief and 
development PVOs, as Non-Governmental Organizations (NGOs), while in response 
to the general situation, also led to increasin9 PVO membership in HAVA. The 
government 1 s attention to PVO acti vi ti es apparently gave impetus to the idea 
of affiliation with a group which could serve as a forum and sr~kesman for PVO 
interests. 

Within the PVO cOlMlunity, opinions were divided with regard to the 1982 
decree. Some favored compliance while others, fearing that the decree \'lQuld 
be used by the government to control rather than coordinate PVO activities, 
advocated noncompliance. Until the law went into effect, HAVA advocated 
noncompliance based on the need for modifications in the decree. Once the law 
was put into effect, HAVA compl ied with its requirements wl1ile maintaining a 
strong position with regard to the future modification of the decree. 

. The increased membership led to a diversification of member agencies. 
~merican and other international organizations continued as active members but 
a shift toward a more balanced representation was underway. The influence of 
new members led to a refinement of HAVA's initial mandate and the introduction 
of a more diversified rcpresent~tion within the Executive Committee and HAVAls 
other commi ttees. 
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This initial period was thus one of institutional growth based on an 
understanding of and acceptance of the need for a PVO umbrella organization. 
HAVA, despite the lack of funds, provided a means of coordinating PVO 
activities within the different sectors of development. 

Prior to HAVA's funding by USAID in July 1984, a needs assessment was 
conducted by'GTIH (Group de Technologies Intermediaire d 'Haiti) for HAVA, in 
February 1984. This allowed HAVA to plan the 1984-1986 Technical Conrnittee 
activities, on the basis of member needs highlighted by the survey • 

• 
From thi s survey common areas of need emerged, such as assi stance in 

progr~mming and project preparation, monitoring and evaluation, and 
inter-agency information with an emphasis on project site information. On the 
basis of the survey, the objectives of each Technical Committee were 
established, as stated in the r~arch 1984 proposal submitted to USAID/Haiti. 
However, they were not all implemented. During the course of the project, 
HAVA IS Techni ca 1 Commi ttees have mostly focused in varyi ng degrees on (1) the 
identification of NGOs and other national and international, public and 
private, organizations working in their respective sectors, (2) the 
organization of seminars and workshops which would help them identify common 
areas of focus, (3) the coordination of actions, (4) the standardization of 
equipment, and (5) liaison activities that would allow them to identify both 
local and external assistance. 

B. CURRENT ORGANIZATION 

lc The Membership 

HAVA membership is characterized by its diversity. It counts American, 
European, and an increasing number of Haitian PVOs. Some of the division 
between groups include: 

o national vs. international 

o secular vs. mission 

a relief vs. development 

o rural vs. urban 

o grassroots vs. other 

G non-American vs. American 

o large vs. small 
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2. The General Assembly 

The General Assembly is made up of all members of HAVA. This Assembly has 
the power of final decision on all policies and matters relating to overall 
management. The Assembly meets regul arly six times a year, once every two 
months. The membership dues are $120 per year. 

3. The Executive Committee 

The mandate of the Executi ve Commi ttee is to manage the a ffa irs of the 
Association. However, although it has the power to accept major funding from 
donor agencies, the deci s i on to accept these funds must be rati fi ed by the 
General Assembly. 

Members of the Executive Committee are elected by the membership at the 
last General Assembly of the calendar year. The Committee consists of a 
President, Vice-President, Secretary, Treasurer~ and three members at large. 
The three members at 1 arge are el ected as heads of the Resource Development 
and Public Relations Committee, the Planning Committee, and the Finance and 
Administration Committee, subcommittees of the Executive Committee. In 
addition there are two subcommittees appointed by the Executive Committee, the 
Procurement Committee and the Technical Assistance Request and Review 
C~nmittee, which reviews sUb-grant proposals. 

The Executive Committee meets at least once a month. However, often, as 
during the period of this evaluation, the Executive Committee (EC) meets once 
a week or more as needed. 

There are close links between the EC members and the Secretary General who 
attends all EC meetings. Apart from the Information and Adminstrative Officer 
who takes the mi nutes of the meeti ngs no other member of the Secretari at has 
formal relations with the EC--though the accountant works closely with the 
Treasurer. 

4. Subcommittees of the Executive Committee 

The function of the Subcommittee on Finance and Administration is to 
ensure that the financial and admin1strative activities of HAVA are carried 
out in accordance with the policies, procedures, and By-Laws. The Committee 
is also responsible for preparing an end-of-year report on financial and 
administrative matters for the EC. 

The func ti ons of the Subcollini ttee on Resource Development and Pub 1; c 
Relations are to recommend ways of developing a resource base Wh1Ch \'1111 

enable HAVA to carry out its planned activities, as well as to develop 
guidelines and strategies for relations between HAVA and the Government of 
Haiti and with the public at large. This committee also recommends to the EC 
any changes in guidelines and strategies for public relations and resource 
hase. The activities of this subcommittee have yet to be developed. 'The 
position of chairman was vacant for a long period of time. With the election 
of a chairman to this position last November 1985 the situation is expected to 
improve. Public relation dctivities are also the responsibility of euch 
member. 
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The function of the Subcommittee on Planning is to plan future activities 
of HAVA. The responsibll1ty 1nvolves the review of existing plans and 
reconmendations for contli'luation, termination, or revision of such plans, as 
well as the developme~t of new plans. This subcoll1nittee has planned the 
yearly activities of HAVA's Technical Conmittees' seminars and workshops as 
well as the meetings and visits of FAVA/CA (Florida Association of Voluntary 
Agencies for Carribbean Action) in Haiti. 

The Procurement Subcommi ttee is composed of four members. The 
Vice-President of the Executive Committee serves as ~hairperson. Other 
members are selected by the Executive Committee. The Information and 
Administrative Officer serves as ex-offielo member. It is this person's 
respons i bi 1 i ty to implement deci s ions taken by the COlllJli ttee. Thi s Commi ttee 
approves or disapproves equipment purchasing requests from the Secretariat. 

The Technical Assistance Request and Review Committee (TARRC) is comprised 
of four permanent members, two ex-offi C1 0 members, and a varyi ng number of 
adv i sory members. The Pres i dent of the EC serves as the Cha i rperson of th is 
subconmittee. Other permanent members of the TARRC are the Vice-President and 
Treasurer of the Executi ve Commi ttee, and the Chai rperson of the Resource 
Development and Publ ic Relations Committee. The Secretary General and the 
Information and Administrative Officer serve as ex-officio members. 
Chairpersons of Technical Committees (also called Sectoral Committees), under 
which submitted requests fall, serve as advisory members on this committee. 

The function of the TARRC is to review and act on requests for grants 
submitted by HAVA members. This conmittee also responds to requests for 
technical assistance which require the services of consultants. These 
requests can be made by ei ther HAVA member agencies or by the Secretary 
General. The TARRC meets once a month to evaluate requests submitted. 
Following such evaluation, the TARRC suggests modifications if deemed 
necessary and/or approves or rejects funding. If a project does not fall 
under HAVA's criteria for funding the TARRC may direct the applicant to 
another donor agency. 

The Technical Conmi ttees of HAVA have been establ i shed to pursue the 
purposes of HAVA as these apply to specific sectors. Specifically, the 
Technical Conunittees (Tes) facil itate exchange of information among members 
working in a common sector and introduce new concepts and information to these 
members on topi cs of interest and importance. Furthennore I the TCs exi st to 
encourage and promote collaboration between members working in a common sector 
and with governmental and other development agencies as appropriate. 

TCs exist in the following areas of specialization: Health and Social 
Services, Water and Sanitati~n, Education (with its specialized sectors, 
Pre-School and Primary Education, Secondary, Vocational and Higher Education, 
and Adult and Nonformal Education), Income Generation (formerly called Small 
Business and Handicrafts), Agriculture, and Disaster Relief Preparedness. 
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The TCs objectives, as established in tt~ HAVA Project Proposal, have not 
been implemented in full, with the exception of the Water and Sanitation 
Committee on which case history will be presented in another section of this 
report. HAVA is aware of this situation and has decided to re-orient the 
activities of the Techical Committees in the coming year, towards: 

1) "Pl ayi ng a role of advocacy and advi ce in terms of program content and 
approach in each sector; 

2) fielding requests from organizations and qualified individuals for 
recruitment and placement, linking project needs with available 
expertise; 

3) conductillg on-sit~ training for field staff through demonstration 
projects; 

4) facilitating and streamlining sectoral functioning through the 
identification and resolution of problems or inadequacies within 
sectora 1 inter-agency acti vi ty. II (Annual Report of the Secretary 
General, 1984-85, p.4.) 

5. The Secretariat 

The HAVA Secretariat is headed by the Secretary General who is an 
ex-officio member of the Executive Committee. Staff is responsible, as 
del egated, to carry out the acti vi ti es of HAVA as pl anned and requi red by the 
General Assembly and the Executive Committee. 

In addi ti on to the Secretary General the staff currently consi sts of an 
Information and Administrative Officer, an accountant, an administrative 
assi stant, a bil i ngua 1 secretary, a part-time Program Coordi nator for the 
\~ater and Sani tati on Committee, and a messenger. 

The present HAVA staff members are qualified individuals, fully committed 
to the Association. 

6. Public Relations and Liaison Activities 

IiAVA's liaison activities between NGOs, government institutions, and 
various multilateral and/or bilateral organizations are an ongoing process and 
have significantly increased in the course of the grant period. . 

IiAVA is a member of the Nixed Commission of the Ministry of Plan and, as 
such, serves as one of the NGOs el ected to represent the PVO communi ty in the 
Coordination Unit for NGO activities at the Ministry of Plan. 

Through the activities of its Technical COll1T1ittees HAVA is well 
tepresented at seminars held by various GOH r~inistries such as Agriculture, 
Public Health, Education. 

HAVA has also built, throuC'h joint activities and seminars, close links 
\':1 th UN ICEF. 
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III. PROJECT DESCRIPTION 

A. DEVELOPMENT PROBLEM 

Hai ti is the poorest country in the Western Hemi sphere wi th a per capi ta 
GNP of about $300, as compared wi th $510 for Bo 1 i vi a, the next poorest, and 
$1,370 for the Dominican Republic, with which Haiti shares the island of 
Hispaniola. Total GNP growth in the period 1965-83 was only 1.1 percent. The 
economy is dominated by agriculture, which contributes one third of the GNP 
and employs 79 percent of the work force. Literacy is low, probably not much 
over 20 percent; over 75 percent of the population is estimated to suffer from 
malnutrition; life expectancy is 54 years; and infant mortality is 107 per 
1000. 

Government efforts to address these problems have been weak, but Haiti has 
an important alternative resource, an unusually large number of PVOs. 
(Estimates run from 300 to 800, a large part of the difference being ~ matter 
of definition.) These PVOs, however, present two problems. Many of them are 
small and new and poorly equipped in understanding of the development process 
and managerial capability to do the job. Secondly, there is a great deal to 
be done in coordinating the interventions of these and the more sophisticated 
PVOs, to avoid duplication; distribute coverage more equitably; allocate 
resources more efficiently; share resources, expertise, and infonnation; and 
develop common strategies and positions vis-a-vis the government and the donor 
communi ty. 

I 

The PVOs al so need or can use funding and various fonns of logistic 
support, training, technical assistance, and information. Many donors, for 
their part, are unable or unwilling to take on the administrative burdens of 
making many small grants to the many small PVOs. 

HAVA is d potentially important respon~e to all these needs and problems. 
It provides a particularly desirable form of intervention since it is governed 
by and responsive to its member PVOs and thus supportive of their grassroots 
orientation. From this are derived two important features of HAVA. (1) It 
serves a development community \'/hich has a long-term commitment to \'Iorking 
closely with beneficiaries, to produce well-rounded development, keep in touch 
~Jith beneficiary needs and problems, and remain in touch long enougn to 
observe and respond to supervening problems. (2) It sees development. from the 
point of view of the intended beneficiaries, rather than giving primacy to the 
needs of the helping institution. 

However, HAVA needs conti nui ng AID support to cover its core costs whi 1 e 
it is developing its programs and the capacity to become self-sustaining as an 
insti tution. 

Fs. PROJECT GOALS AND PURPOSE 

The purpose of the grant of $364,000 provi ded to HAVA in July 19f:i4 for a 
two year peri od was lito assi st HAVA in improvi ng, expandi ng clnd 
institutionalizing essential functions in support of its PVO membersilip in 
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Haiti. ThUS, to better enable HAVA to coordinate and strengthen the 
development efforts of the considerable and diverse population of private and 
voluntary agencies currently operating in Haiti." (Grant Agreement, 
Attachment 2, Project Description.) 

The goals of the organization "are to serve as a clearinghouse for the 
exchange of information among NGOs, to counsel and represent the interests of 
NGOs in Haiti, and to encourage and promote project and resource collaboration 
among member agencies. II (March 1984, Project Proposal subLllitted to AID/Haiti.) 

C. PROJECT INPUTS AND OUTPUTS 

1 c Inputs 

The history of the recruitment of personnel at HAVA would suffice to 
explain delays in the implementation of project activities. Until the 
appointment of the Information and Administrative Officer, the accountant, and 
the messenger, in October 1984 (four months after project start-up), the HAVA 
Secretariat peri"ormed all functions with two staff persons: the Secretary 
General and the Secretary. Needless to say, they were overextended. This 
situation required an extensive involvement of the Executive Committee (EC) 
members in administrative activities. 

In 1975 HAVA experienced significant changes at the level of its head 
staff. In January 1985, the Information and Administrative Officer was 
dismissed and the position remained vacant until June 1985. In Novemb~r 1985, 
the Secretary Gfmera 1 was di ssmi ssed and replaced adi nterim by the new 
Information and Administrative Officer, which positionwas 1n turn filled in 
December 1985. 

The positions of administrative a~sistant and Program Coordinator were not 
projected in the original project proposal. This additional staff was hired 
to respond to HAVA's growing responsibilities. The administrative assistant 
was hired in July 1985 and the Program Coordinator in March 1986. 

With this staff in place, HAVA, in addition to its regular contacts with 
its members through the General Assemblies and other informal meetings, has 
initiated field trips to various parts of the country, in order to increase 
the opportunities to meet with member agencies and more importantly, to 
familiarize itself with field level concerns. These trips permit Executive 
Committee members and HAVA staff not only to visit members, but also to 
contact other agencies and groups working within the same geographical area, 
thereby encouragi ng communi ca ti on and cooperati on. 

Uuring the past year, HAVA was well represented at various international 
conferences and workshops. Growing apace with the increased consolidation at 
the national level, HAVA is taking vigorous steps to become more actively 
,'epresented both regionally and internationally. 



HAVA has attended meetings of the following organizations in order to 
establish initial contact and explore the possibilities for collaboration: 
Private Agencies Collaborating Together (PACT), Ford Foundation, UNICEF NGO 
Division in New York, the World Bank, Development Group for Alternate 
Polic~es, Partnership for Productivity, USAID/Washington, Pan American 
Deve 1 opment Founda ti on, Transcentury Foundati on, Inter Ameri can Development 
Bank, Volunteers in Technical Assistance. 

2c Outputs 
• 

The HAVA office has become the central place where 'PVO members or 
non-members can obtain information on other PVOs activities and be guided in 
the development or relief fields in which they intend to engage. Moreover, 
several other services are offerred in this office encouraging the 
reinforcement of relations between HAVA dnd its membership. Following is a 
list of these services: 

I Assistance in registration at the Ministry of Plan (free 
of charge) 

G Utilization of HAVA computers (free of charge) 

I Photocopy services (for fee) 

, 14icrofiche Library on Appropriate Technology (for fee) 

I I~ailing service in and out of country through ~1AF (Mission 
Aviation Fellowship)--for fee to MAF. 

The two last services listed are not yet fully operational but will be 
soon. In addition, as a means of fund raising, HAVA is looking into the 
possibility of offering services that would yield more income to the 
organization in order to move towards greater self-sufficiency. 

At the time of this evaluation HAVA membership is composed of 81 PVOs, 
I~egistered or pending registration as NGOs at the Ministry of Plan. HAVA had 
22 members at its founding in 1981. To date, only eight agencies (out of 89) 
have withdrawn from the organization and three of these are no longer 
operating in Haiti. 

During the past two years the Executive Committee members have 'developed 
HAVA's policies and administrative procedures. They have revised the By-Laws 
of the Association (Annex F), which have been ratified by the General 
Assembly. The first draft of HAVA's Policies and Procedures Manual was issued 
in July 1985. The final draft is currently in preparation. Since the fall of 
the Duvaliers in February 1986, the orientation of the Association has been 
redefined through discussions of the Executive Committee (EC) and the General 
Assembly, as reflected in the HAVA Charter (Annex E). 
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Early in 1986 HAVA hired an accounting firm to conduct an audit of its 
fi nanci a 1 operati ons for the peri ods July 1984-June 1985 and July 
1985-November 1985, fo 11 owi ng the depa rture of the fonner Secretary Genera 1 • 
The audit reports show that HAVA's financial status is healthy. In addition, 
the revi ew of the accounti ng system estab 1 i shed by HAVA confi nns its capaci ty 
to manage and administer external funding. 

From the beginning of operation of the subgrant program in September 19~5 
until now the TARRC (Technical Assistance Request and Review Committee) has 
reviewed 28 requests of which 11 were funded, 13 rejecte~, 1 obtained funding 
from another donor through HAVA, and 3 are pending. In six months $46,605 
were disbursed out of the $50,000 AID grant funds. Activities slowed down 
considerably during the political troubles which occurred early this year, so 
these figures do not reflect the workload the TARRC is capab)e of handling. 

Nost of the Technical Committees, apart from their liaison and inventory 
activities, concentrated on seminars and workshops. Over the two-year period 
of the project the Health and Social Services Committee organized four 
semi nars, the Water and Sanitati on Conuni ttee two,. the Educati on Conuni ttee 
four, the Income Generation Committee two, the Agricultural Committee three, 
and Emergency Preparedness/Disaster Relief Committee one. A list of the 
subjects of these semi nars and dates he1 d can be found in Annex L. I nese 
seminars and workshops of an average of two days duration were attended by 760 
member personnel. Some 900 pages of technical publications were issued. 

Recorranendati ons issued at a recent II ref1 ecti on" semi nar of the Educati on 
Committee were taken into account by the Ministry of Education and a consensus 
was reached to focus on literacy training and other means of community 
participation. 

As a result of the work shop on Watershed ~1anagement organi zed by the 
Ministry of Agriculture with the collaboration and participation of HAVA, and 
of consecutive meetings, HAVA's Agricultural Committee has ident'ified a common 
area of concern of which the GOH institutions, the lrlternationa1 
organizations, and the NGOs can now focus: watershed 
management--specifica1ly, reforestation and hillside farming. In addition 
members are developing a coordination network within a same watershed. 

After the Cayes flood, 
Committee held a brainstorming 
the reaction of the population 
getting. 

the Emergency Preparedness/Di saster Re 1 i ef 
session to redefine its approach in light of 
in the disaster area to the assistance it was 

Two other semi nar/workshops were organi zed by HAVA; one on liThe 
Integration and Participation of Youth in Development Activities" and another 
on the "Communication Priorities of Donor Agencies." The latter was a first 
step in opening a dialogue between grantors and grantees allowing for the 
recognition of commonalities and the discussion of issues of common concern • 
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The following history of HAVA's Water and Sanitation Committee's 
accomplishments will serve as an illustration of the kinds of services a 
Technical Committee can provide to members. 

The activities of this Conrnittee were initiated early in 1984, before 
USAID's funding of HAVA. It was and still is chaired by Jack Hancox, Director 
of the Convention Baptiste d'Haiti. This committee has succeeded in bringing 
together NGOs, international organizations, and Haitian Government 
institutions to work jointly towards the extension. of potable watel" 
installations and services to a larger portion of the Haitian population. 

In 1984, only 11 percent of the popul ati on had access to safe dri nk i ng 
water. The shared objective of the organizations engaged in this activity is 
to provide potable water to 50 percent of the rural population by 1990. 

Seminars were held to bring together the majority of organizations working 
in this field. A first seminar, held in January 1984, concerned itself with 
identification and inventory. Another seminar and various meetings dealt wi ttl 
the following subjects: procedures for handling requests for well; procedures 
for technical reporting on wells drilled; procurement of essential supplies; 
community education and training for pump utilization and maintenance; 
relationship with the Government of Haiti (GOH); and the standardization of 
handpumps. 

Semi nars were not the only focus. The Chai rman of the Conuni ttee has put 
emphasis on contacts and coordination with individuals at UNICEF, ·SNEP 
(National Service for Potable Water), and the Department of Agriculture 
Service of Hydrogeology, as well as at the site of NGO well-drilling 
activity. Contacts were also made, through FAVA/CA, with the purpose of 
establishing a well casing "bank." Currently the Water and Sanitation 
Committee is composed of ten HAVA member organizations all engaged in potable 
water and well-drilling activities and exchanging services and information 
througllout the country. They are also engaged in the creation of training and 
maintainance of wells teams. 

The training and drilling activities are divided geographically among PVOs 
and Government organi za ti ons wi th ri gs and/or tra i ni ng teams (Annex H). PVOs 
or any public or private organizations engaged in establishing potable water 
systems are directed by HAVA upon contact with the public or private 
organizations engaged in well drilling. 

In addition UNICEF has ordered a mobile drilling rig that will allow for a 
better response to the needs of the grassroot communities for clean drinking 
~/ater • 

The following are the exchange and coordination mechanisms as established 
by the Water and Sanitation COl11nittee • 
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UNICEF also provides India Mark II handpumps. A consensus between all the 
organizations working in Water and Sanitation has been reached on the use of 
the India Mark II handpump for its sturdiness and easy maintenance. 

SNEP warehouses the pumps and furnishes them to NGOs or government 
institutions free of charge along with the galvanized pipe, rods, and 
cylinders. 

Casings and other such equipment are ordered in bulk, through HAVA by Blue 
Ridge Christian Homes, as a free service offered to collaborating 
organizations. 

The drilling of the wells is carried out by whichever organization has the 
nearest rig. That organization is identified by HAVA's Information and 
Administrative Officer and/or the Chairman of the Committee. 

The drilling services are provided for cost. However, organizations such 
as community groups that cannot afford these costs are given the wells fully 
equipped, free of charge, thanks to a UNICEF grant. It is to be noted that 
the participation of the community members in labor or other appropriate 
in-kind services is require'j, wh,.!re possible, so as to foster the community's 
sense of ownership which will in turn. secure future waintenance of the 
installation. 

The system of exchange of services and coordination of activities still 
needs improvement to reduce costs, yet it has significantly faC"llitated well 
drilling in Haiti. 

Training sessions are held' by .the Convention Baptiste and Blue Ridge 
Christian Homes with the objective of forming drilling teams in as many 
regions of Haiti as possible. UNICEF is supporting this activity also. It 
has already provided two well-drilling specialists for training purposes. 
Pl ans are underway to develop user educati on programs for the vi 11 ages \~hi ch 
have been provided with safe drinking water systems. 

Increasing needs for coordination and follow-up have led HAVA to hire a 
part-time Program Coordinator to assist the Committee. 

A seminar is planned with the r~GOs, SNEP, and the Ministry of 
Agriculture's Hydrogeology Service so as to develop an accurate but simple 
format for a well-drilling log that will specify, to all groups engaged in 
this activity, the require'nents established by the Hydrogeology Services of 
the Ministry. 

Government approval is required before any wells can be drilled. 
Currently a system is being developed by HAVA's Water and Sanitation Committee 
and the Ministry of Agriculture to simplify compliance with this regulation. 

The cause of the Water and Sanitation Committee's success is, more than 
anything, the leadership qualities of its Chairman. However, nothing could 
have been aChieved without the full commitment and collaboration of the 
international and public organizations and of the members of this COlTll"llittee. 



The corrmittee's success was facilitated by the well-defined nature of the 
work to be accompl ished. Functionally, success was based on the 
identification of common interests on which efforts could concentrate. 

D. PROJECT ASSUMPTIONS 

The two maj or assumpti ons perti nent to project success were. as stated in 
the Project Identification Document: 

~ that t.he PYOs will utilize the technical assistance 
provided under the USAID grant as well as those of other 
donors; 

. ~ that the Government of Haiti will endorse and support this 
activity through the provision of advisory, technical t and 
financial assistance to be coordinated by HAYA. 
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IV. FINDINGS 

Ac PROJECT FINDINGS 

The pertinent findings relate not so much to what HAVA has accomplished as 
to what it appears capable of doing now. HAVA's performance is considered by 
all to have been weak during at least the first hal f of the two year project 
period, but HAVA has undergone a reorganization during the past year and 
particularly the last six months which has in effect mad~ it a very different 
organization from what it was a year ago. These findings will, then, dwell 
more on the evidence that HAVA is capable of meeting valid project objectives 
in the future than on what it has done in the past. 

1t HAVA Accomplishments 

That said, it should nonetheless be noted that HAVA has some significant 
accomplishments to its credit. 

a. Membership and Other Outputs 

() Membershi p increased duri ng the proj ect peri od from 47 to 
81, and from 22 at the start of HAVA. 

Cl HAVA disbursed $46,605 out of $50,000 in AID grant funds 
in 11 sUbgrants. 

o ~teli1bership shifted from 72 percent international and 28 
percent Haitian at HAVA's founding to 63 percent and 37 
percent at the beginning of the project and 52 percent and 
48 percent now. 

~ Uuring ~,e project period, 19 seminars and workshops of an 
average of two days duration were attended by 760 member 
personnel. 

~ Some 900 pages of technical publications were issued 
during the project period. 

Cl Approximately 960 hours of technical assistance were 
provided to members during the project. 

(0 A draft credit manual for a revolving small credit fund 
and users manual for benefi ci ari es were prepared and are 
to be issued by the end of· August. 

b. Fund Raising 

(1) Funds Secured 

( $400,000 worth of materials, technical assistance, and 
cash from UNICEF for water and sanitation programs; 
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• $25,000 from CEBEMO (a Dutch organization) for member 
Institutional development including training materials, 
training, technical assistance, and research; and 

I $10,000 from PACT for a feasibility study and inititation 
of reimbursable services. 

2) Unsolicited Proposals from the: 

• InterAmerican Foundation, $140,000 for small -loans and 
supporting staff and training, pending final approval; 

• International Institute for Environment in Development, 
$50,000 to $300,000 for environmental projects and 
institution building, proposed to USAlD; 

o UNDP, $329,000 for support to PVOs in agroforestry, 
proposed to the Government of Haiti; 

• IAF and CEBEMO, in response to a project HAVA was 
deve 1 opi ng (but for whi ch it had not yet sought fund i ng) , 
$130,000 for comprehensive legal services to the less 
advantaged, under consideration; and 

• InterAmerican Development Bank, $50,000 to $150,000 for 
technical assistance for institutional development of 
small PVOs with possible follow-on funding of $200,000 for 
small loans, preparation of proposal approved by lOB 
headquarters. 

c. Representation 

I·IAVA: 

, has played an important role in program formulation with 
the Off; ce Naci ona 1 e de A 1 phabeti zati on et Acti on 
Comiilunautaire of which it serves on the provisional board 
of directors; 

• has worked very closely with the f4inistry of Agriculture 
on watershed management and with the Ministry of Plan on a 
national conservation strategy; 

o serves as a member of the FAO early warni n9 system on 
agriculture, climatology, etc.; 

CI was asked by the UNDP to parti ci pate on the i nternati ona 1 
commission for the preparation of a national development 
plan for Haiti and to meet with the head of the UNliP to 
discuss development priorities as seen by the PVO 
cOlTll1unity, in connection with the development of a UNUP 
program pol icy for Ha it 1. 
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2c HAVA Potential 

The grounds for concluding that HAVA has an even greater potential for the 
future are as follows. 

ao; Observation 

We talked to HAVA's Secretary General (its chief executive officer) 
extensively and observed her in operation in an Executiv& Committee (board of 
directors) meeting, in a General Assembly meeting, and in meetings with 
communi ty, member, and non-member pva and donor organi zati on representatives. 
We were impressed, both in talking with her and observing her in action, with 
her program and managerial judgments and her interpersonal and group 
participation skills. 

Though the Secretary General does not have a great deal of experience in 
development, she seems to have considerable aptitude for it, a good 
understanding of what is involved, and a good sense of priorities. She is an 
orderly person, which is reflected in her style of management and its results, 
and relates well to people at all levels, from conununity representatives to 
Executive Committee members. She is a good listener, adapts her presentation 
well to people of all kinds and puts them at ease. She facil itates meetings 
by addillg to, clarifying, and synthesizing what is being said •. 

She did permit the General Assembly meeting to wander, in part because it 
was not clear whether it was her role to help it reach actionable conclusions 
and in part because she was not familiar with the techniques of managing 
decision making in large groups. However, she very effectively apJ:'lied some 
techniques suggested by one of the evaluators over lunch to move the meeting 
efficiently toward practical decisions, and demonstrated in the process an 
aptitude for large group management as \'Iell. Her response to questions and 
suggestions by the eva 1 uators was exceptionally open and undefensi ve. In 
short, she impressed us as a capable and flexible executive of the sort an 
organization such as HAVA needs. 

On a field trip, in addition to observing the Secretary General in action, 
we talked with the Vice President of the Executive Committee and observed him 
in di scuss ions with communi ty and pva member and non-member representatives 
and were impressed with his intel1igence, understanding of the development 
process, and willingness to spend a considerable amount of time on strictly 
HAVA business when he has his own pva to run. We had the same impressions of 
other Executive Committee, TARRC, and Water and Sanitation Corrmittee members 
whom we spoke with individually and observed in an Executive Committee 
meeting. This included four out of seven of the Executive Committee members, 
three out of four of the current TARCC members, and the Chairman of the Water 
and Sanitation Committee. They are an impressiVEly capable and dedicated 
group and the Executive Committee was intelligent and businesslike in its 
meeting. This is important in terms of both the capability and institutional 
viability of HAVA. 

We also observed a special meeting of the General Assembly continuing an 
earlier effort to develop a revised statement of organizational purpose. 
Although the discussion needed to be managed in a more purposive way, the 
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1 eve 1 of input and the qua 1 i ty of i ndi vi dua 1 contri buti ons were generally 
hi gh. Twenty-ei ght members were present in the morni ng session and fourteen 
remained througnout the day. Though these numbers represent respectively only 
little more than a third and sixth of the membt'rship, we consider it a 
reasonable turnout for a discussion of this nature and length. Moreover, 
individual members we talked to indicated that they ~'Iou1d have more interest 
in such meetings and be willing to stay longer if the discussion were better 
managed. As already indicated~ the Secretary General is receptive to this 
need and has already taken steps to meet it. 

• 
b~ Systems 

We read HAVA's draft Policy and Procedures r~anua1, personnel evaluation 
forms and instructions, bridging grant proposal, and various bulletins and 
seminar documents (see Annex I for a good example of a bulletin) and examined 
personnel evaluations, accounts, and budgets and found all indicative of a 
\Olell organized and programmatically sound operation. 

We also examined subgrant proposals approved and rejected by the TARRC and 
found the criteria applied and the resulting choice of projects sound. 

c. Others' Opinions 

We talked to 15 directors and representatives of HAVA members (active and 
inactive, both insiders and those who have been known as critics), five 
non-members, three donor organizations other than AID (the InterAmerican 
Foundation, the IDB, and the Canadian International Development Agency), and 
the Peace Corps, and encountered unvaryi ng1y favorable atti tudes toward HAVA 
and its current directorship. Those who had been negative in the past said 
they felt the organi zati on had turned around and showed great promi se. All 
had a high regard for the Secretary General. Many said also that she had been 
able to attract good people to the HAVA committees and other supporting 
roles. There is an impressive flow of visitors through the HAVA office, over 
a dozen a day on the average, it would seem, of many nationalities and widely 
differing levels of sophistication. 

The non-members we spoke to a 11 expressed interest in j oini ng and the 
inactive members in becoming more active. The reasons given for not joining 
or being inactive were that HAVA was earlier seen as foreign, or specifically 
AID dominated, and, in the case of Catholic organizations, an unwillingness to 
submi t to Government of Hai ti PVO regul ati on and a consequent preference for 
operating under the umbrella of the Church. HAVA is working at changing the 
latter situation and increasing Haitian participation, and all spoken to 
indicate that they are more optimistic about HAVA's ability to function 
independently with due attention to the interests of domestic PVOs. 

HAVA has done several things to increase Haitian participation. It has 
made a point of addressing the needs of Haitian members and sought Haitian 
members for its Committees. The Executive Committee now has four out of seven 
Haitian members. Meetings of tne General Assembly, formerly conducted in 
English, are now conducted in Creole, French, and English, with translation 
from one to tile otller. Although this slows the meetings dmm, it is important 
to make possible the full ptlrticipation of both Haitian and international 
members. 
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d. Sociopolitical Environment 

This is a propitious moment for an organization such as HAVA. With the 
departure of the Duvalier regime people are exhibiting a new optimism, 
dynami sm, sense of opportunity, and wi 11 ingness to assume hi gher prof; 1 e, 
activist roles. Members and non-members of HAVA cited this as a factor which 
could contribute significantly to HAVA's improvement and growth. 

3. Weaknesses 
• 

Current weaknesses we observed in HAVA are as follows, roughly in order of 
importance. 

II The Technical Committees, other than Water and Sanitation, 
which seems to be approaching realization of its full 
potenti a 1; have not achi eved a great deal. The other 
Technical Committees, with the exception of Disaster 
Rel ief and Preparedness and Education, do not have 
permanent members and are playing a less active role. The 
Di saster and Educati on COllini ttees have recently become 
more active and are working closely with the Government to 
develop suitable policies and plans. The weaknesses in 
the Technical Committees have led to a slower development 
of coordi nati on among HAVA members than mi ght have been 
achieved with more active committees. 

II HAVA has not attached sufficient priority to developing 
sources of funding other than AID for its recurrent 
costs. This is in large part a result of insufficient 
staff size, but may also have been a result of 
insufficient appreciation of the problem. 

Q The Ge:-'era 1 Assembly meeti ngs, as we have already 
observed, need to be conducted ina more purpos i ve and 
efficient manner. 

o Possibilities for technical assistance through exchanges 
among the members and from free or low cost sources have 
not been explored as fully as they might with more 
personnel. 

~ The HAVA Bulletin, through which useful technical and 
coordination lnformation is disseminated, ha3 been 
published irregularly. HAVA is in the prooess of 
corrE:cting this. This and other information services are 
handicapped by the small size of HAVA's staff. 

Potential weaknesses are: 

~ shortage of personnel to handle increased program 
activities, particularly in the areas of member 
institutional development and administration of additional 
grants, which shortage, however, will be alleviated if AID 
funds the bridging grant at the proposed level; 
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o the lack of a deputy for the Secretary General, though she 
receives strong and close operational support from the 
Executi ve Committee whi ch can act for her in her absence 
and would know what to look for in a replacement were she 
to leave. 

4" Member Needs 

The felt need for HAVA services most frequently expressed by international 
members, who generally have a clear idea of what they. want from HAVA, is 
coordi nati on of pva programs. Several also ci ted the need for HAVA to serve 
as a representative of the pyas vi s-a-vi s the Government and to provi de for 
exchange of information among the pyas. In answer to questions, they 
indicated that they thought HAVA provi si on of reimbursab1 e 1 ogi sti c services 
\oJa~ a. good idea and that they wou1 d use one or another of them. 

Non-members and Haitian members generally had less clear or more varied 
ideas of what they wanted from HAVA. Program planning and management 
assistance, funding, information, technical assistance, and logistic support, 
were cited in roughly that order but with fairly equal frequency, though the 
nunber of respondents was so small as to make "frequency" a rather grandiose 
descriptive term in this context. 

A more precise and detailed account of member felt needs will be available 
shortly in the form of a "Needs Assessment" currently bei ng prepared by 
consultants hired by HAVA (Borror and Grodin). The above merely offers ~ 
rough idea of felt needs, based on conversations with a small sample 0\ 
members and non-members. 

All of these needs are already being served in a greater or lesser degree 
by HAVA. 

B. HAVA/USAID STRATEGY LINKAGE 

As a principal funder of HAVA, USAID i~ naturally interested in the degree 
of correspondence between its program priorities and HAVAls. The two are very 
close. As reflected in the areas of responsibility of the HAVA Technical 
COllvnittees, HAVAls priorities are agriculture and environment, income and 
employment generation, health, including water and sanitation, and education. 
These all fall within AID priorities. j~oreover, within these areas" HAVA is, 
in accordance with a statement of purpose recently agreed upon in its General 
Assembly, concerned with the needs of the less advantaged. By implication and 
in practice thi s means the most basic needs such as primary and preventive 
health care and primary, adult, and program-related education. Although this 
approach is not coextensive with USAIDls strategy, it seems to us to be 
consistent with it and its ultimate objectives. By observation of HAVA staff 
and conmittee members in action alld the General Assembly in session, and by 
review of HAVA decisions to fund and reject AID-financed subgrant proposals, 
we have been able to confirm that the above guidelines are applied in practice. 
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The only respect in which HAVA I S approach di ffers from that of USAID' is 
that it sees subgrant programs as secondary to and a means to institutiona1 
development of pyas, particularly the Haitian ones, while USAID may be 
inclined to view institutional development as a means to achieving program 
aims. These differences are understandable and consistent with the nature of 
the organi zati ons. HAVA must respond to the needs of its members and USAID 
must meet certain immediate program needs. 

For the most part this is just a different way of looking at things rather 
than a matter of different program priorities, However,· on occasion it can 
have the latter effect. HAVA, for example, is reluctant to sacrifice 
institutional development aims to increased subgrant disbursements. In our 
opinion it is in USAID's interest to support HAVA in this. pyas in Haiti are 
numerous and can be a very importal)t, if not the most important, 
instrumentality of development among the less advantaged who, in addition to 
being most in need of help, are a major source of political instability. The 
effectiveness and viabil ity of the pva approach will depend to a signi)-~cant 
extent on the involvement of Haitian pyas and affiliates. However, to carry 
on their work these PVOs need institutional development assistance for which 
HAVA, with USAIU support, is, at the moment, the most promising source. 

Ce CROSS-CUTTING ISSUES 

1. Women in Development 

HAVA's Secretary General is a woman. Its former President, who left the 
country a few weeks ago, is a 1 so a woman. One member of the Executi ve 
Cor,ll1i ttee and one of the TARRC are women, and perhaps a quarter to a thi rd of 
the represena ti ves to Genera 1 Assembly meeti ngs are woman.. The Secretary 
General and the Executive Committee are sensitive to the role and needs of 
women in jevelopment. 

ln terms of programs, HAVA has hel d two workshops on \'Iomen in development, 
the most recent while this evaluation was being written, and has just formed a 
special committee to deal with this sUDject. 

2. ?ustainability/Replicability 

HAVA is clearly sustainable from an institutional point of view. It has a 
strong director and good staff; although the staff is lacking in depth at the 
top 1 eve 1, it is backed by very acti ve member commi ttees wh i ch carry and can 
sustain a good part of the load. 

Financially HAVA is highly 
effectiveness if not existence. 
sources is a top priority. 

dependent on AID for its conti nui ng 
Development of othel', reliable funding 

If AVA is certainly replicable, in fact a number of other such organizations 
exist, thouyn it will generally be appropriate to have only one to a country, 
as is almost certainly the case in Haiti. Tne features worthy of replication 
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are: strong leadership; emphasis on the felt needs of the members,' tempered 
however with a consistent, sound, and selective development philosophy and 
concepts; and an effort to make the organi zati on responsi ve to the needs and 
preferences of national PVOs and to be so seen by them. 

3& Environmental Impact 

Although HAVA does not execute projects directly, it is sensitive to 
envi ronmenta 1 needs, has emphasi zed them in attenti on to concerns such as 
reforestation, and is likely shortly to organize a cOl11l1ittee which will give 
even further emphasis to these needs. 

4& Privatization 

This is a wholly private sector activity. and one of its great virtues is 
that it will build up the private. PVO sector as an instrumentality of 
development. 

5& Democratization 

HA VA's pri rna ry empha sis is on development a t the communi ty 1 eve 1 in the 
economic as in the decision-making, problem-solving, and organizational 
sphere. Accordingly, one of HAVA's principal criteria for approving subgrant 
proposals is widespread community participation in planning and execution of 
the subyrant project as well as in its berefits. HAVA also looks for 
community level organizations which will support such participation. 

D. FAVA, PADF, AND·PACT SUPPORT' 

The FAVA program and the PADF excess property program have not worked 
\'Iell, because they were supply rather than demand oriented; i.e., they 
expended their energies obtaining whatever was available from their sources 
rather than what HAVA members needed. HAVA and the members consequently found 
these programs to be more trouble than they were worth. 

PACT consultation, however, has been helpful as has its funding of a study 
of the feasi bil i ty of HAVA operati ng a hostel and a conference center and 
discussing other income-generating services HAVA might provide its members • 
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VG RECOMMENDATIONS AND ANALYSIS 

A. HAVA 

1& Services to Members 

a. Specific Priorities 

We recommend that HAVA observe the priorities set forth in this section in 
the provision of services to its members over the next year or so. 
(Priorities will change as current needs are met and, possibly, new ones 
arise.) Although HAVA will be able to provide all these services, it should 
give them priority in the order listed. The rationale for the recommended 
priority is stated briefly after each item. 

1) Institutional development, particularly of the less experienced and 
Haitian members; l.e., training and technical assistance in developing 
program and project planning, management, including project 
implementation, and evaluation capabilities. This has the highest 
potential multiplier effect of any HAVA activity since it will increase 
the number of PVOs in Haiti capabl~ of carrying out effective programs 
and since its effects will continue over time, particularly with regard 
to the Haitian PVOs. Thus it does not simple affect one project but 
increases the potential for many which might not otherwise occur or be 
less effectively planned and implemented. It will do this indirectly, 
e.g., by fund raising, as well as directly. 

2) Coordination· of member' activities, which includes avoidance of 
duplication and overproducti~n, arrangement of mutually supportive 
efforts and sharing of resources, and developing common positions with 
regard to needed or opposed government action. Coordination is given 
highest priority by many members. It will significantly increase the 
effectiveness and efficiency with which member resources are used and, 
like institutional development, will continue to yield benefits over 
time. It is, moreover, unlikely to occur without HAVA. 

3) Reimbursable services, such as procurement, bookkeeping, and training. 
This is placed among the top three priorities (which are virtually 
equal in importance) not because it will have a greater impact on 
development results achieved by members than any of the services which 
follow, but because it represents an important possible source of 
funding for HAVA. Its advantages as a funding source are that it does 
not depend on outside donors and that it does not compete with members 
for donor funds but provi des a benefi t to the members whi 1 e provi di n9 a 
source of income to HAVA. HAVA provi si on of services can save the 
members money as a result of reducti on in t.,ei r need to supervi se 
logistical personnel as well as by obtaining the price advantages of 
large scale purchases. It can also redu(;e price and improve qual ity' as 
a result of the greater knowledge and better connections which can be 
developed through large volume. 
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One such service, registration of PVOs, is of particular importance, 
because it puts HAVA in touch with new PVOs, and should thus perhaps be 
provided free of charge. 

4) Representation of member interests vis-a-vis the Haitian government 
and, perhaps, i nternati ona 1 organi zati ons. Thi sis another strongly 
felt need of the members and one in which a consortium has an advantage 
over individual PVOs, as a result of the weight of numbers it 
represents and the uni fi ed voi ce it presents. These efforts can 
virtually affect the basic climate within which the members operate. 

S) Obtaining and administering funds and other resources for member 
programs. By pooling fund-ra1s1ng efforts and resources AAVA should be 
able to conduct large scale, United Way type, funding drives and hire 
professional assistance to obtain funds from small foundations and 
individuals in the United States and elsewhere, thus significantly 
supplementing member fund-raising efforts. It can also obtain funds 
from international development organizations (such as AID) and other 
1 arge donors whi ch the 1 ess sophi stfcated PVOs 1 ack the know-how to 
approach or which do not want to make small grants but are willing to 
dispense large sums to organizations which will administer smaller 
subgrants or loans. Individual fund-raising contacts in Haiti should 
not be negl ected. Other materi a 1 resources, such as excess property, 
may also be more effectively obtained by HAVA than by individual PVOs. 

6) Techni ca 1 ass i stance and trai ni ng wi 11 enhance the effectiveness of 
members 1n carrying out their programs and is another resource, though 
a less flexible one than funds, which HAVA might obtain for its 
members. The training referred to here is that which is provided 
without charge other than actual cost, as contrasted to training 
provided as a reimbursable service. Such technical assistance and 
trai ni ng services mi ght be provi ded by HAVA arrangi ng exchanges of 
experts among members or training by member experts, or by HAVA, 
obtaining free or low-cost expertise from outside sources. Often 
exchange of technical assistance will result from coordination and no 
special HAVA efforts will be necessary. Eventually, if HAVA resources 
are sufficient, it might employ its own experts for the benefit of 
members whi ch do not need or cannot afford to hi re them full time, 
though this should be a reimbursable service. Training which is 
focused on institutional development (planning, management, and 
evaluation) and specific, identified, program needs should be given 
higher priority than that with more loosely defined benefits. 

7) Infonnation gathering and dissemination, such as technical bulletins 
and evaluation studies. This 1:; given the lowest priority because it 
is a scattergun ap?roach the results of which ar~ uncertain, as 
contrasted to technical assistance and training which can be targeted 
on specific, identified needs. Certain types of information, hm'lever, 
such as lists of experts, funding sources, and PVO operations in Haiti, 
support other services, such as coordination, fund raising, and 
technical assistance, and thus share .the priority of the supported 
service. 
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b. Cross-Cutting Priorities 

There are also priorities which cut across those set forth above. Perhaps 
the most imporant is emphasis on meeting the basic needs (food production, 
environmental protection, income and employment generation, primary and 
preventi ve health care, primary, adul t and devel opment-program-re 1 ated 
education, and basic shelter) of the less advantaged. This prioritization 
cri teri on, which corresponds wi th a recent statement of purpose by the HAVA 
General Assembly, implies certain choices within the service areas with the 
possible exception of reimbursable services. Thus institutional development, 
coordination, fund raising, technical assistance and training, and information 
services should focus primarily, if not exclusively, on efforts which meet the 
basic needs of the 1 ess advantaged. Thi sis important to assure not merely 
that priority needs are met first but also that the Association does not 
spread itself so thin that the quality of its efforts suffers. 

There are other considerations which cut across sectors and should be 
brought to the attention of the members through more than one of the services 
mentioned aboved, for instance, the role of women in development and of 
appropriate technology. A good example of the latter is the Lorena stove, an 
easily made and inexpensive clay stove which reduces deforestation by 
requiring less wood than traditional means of cooking. It also makes labor, 
which would otherwise be required for wood gathering, available for other 
productive purposes and at the same time reduces lung problems and accidents 
caused by traditional cooking methods. ' 

IiAVA should take steps to develop its knowledge and thinking in these 
areas and to keep the Technical Committees and members informed of what it has 
learned. Knowledge, and ideas may be developed and disseminated by such means 
as formation of special committees,. literature review and conSUltation with 
experts, dialogue between Technical Committees and special' committees and 
staff, workshops and seminars, and bulletins. It is important that HAVA pay 
particul ar attenti on to these areas as, by vi rtue of bei ng cross sectoral, 
they often fall between the cracks. 

Yet another cross-cutti ng pri ori ty is the need to increase membershi p. 
The more members HAVA has, the more PVOs it reaches and the greater weight it 
carries in its representation functions. For most part membership will be 
promoted by HAVA carrying out its functions well, but some more specific 
suggestions are made in section V.A.4., Membership, below. 

c. Relationships Between ?riorities 

Even within the priority needs of priority beneficiaries, HAVA must be 
careful not to devote so much attention to lower priority services that higher 
pri ori ty ones suffer. ThUS, obtai n; ng and adr,li n; steri ng funds for subgrants 
and loans must not be permitted to expand to a point where it interferes with 
institution building and coordination. Indeed, fund administration should not 
he permi tted to expand to the poi nt where it interferes even wi th the lower 
rri ori ti es, for tile effecti veness of subgrants and loans is condi ti oned by the 
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technical assistance, training, and information available to the members. In 
some cases grants may cover technical assistance and training needs. In 
others arrangements to meet such needs through HAVA assistance will have to be 
a precondition of the grant. 

One way of avoiding conflict between fund administration and other 
priorities is to seek money from the grantors to administer the funds. 
However, this strategy is limited by the number of staff members the Secretary 
General can supervise without detracting from her other responsibilities • 

• 
Conflict between fund administration and other priorities can also be 

reduced by the temporary expedient of extending large subgrants to experienced 
members rather than just small subgrants or loans to the members who are more 
in need of assistance, and who should have the priority, since the former 
requi re 1 ess attenti on on the part of HAVA. Although thi s strategy does not 
further the first prioiity, institutional development, it does not work 
against it or any other priority significantly, as long as the number of such 
large subgrants is not excessive. A moderate large subgrant strategy, with a 
continuation of small grants at a level of about $80,000 a year (based on a 
disbursement of close to $50,000 in a six month period in 1985-86), therefore, 
offers a reasonable trade-off between the benefi ts of concentra ti ng on other 
priorities and moving a higher level of fu~ds in the pva sector. 

Further recommendations concerning HAVA services follow in the orqer of 
priority set forth above. 

d. Institutional Development 

This should be .one of the Secretary GeneralIs primary responsibilities. 
However, her efforts should be supplemented by those of her staff in 
particular areas of expertise (e.g., accounting), by experts hlred or obtained 
by HAVA with or without fee (e.g., PACT services furnished under 
AID/Washington grant), and by voluntary assistance from members, an important 
resource. This last might be regularized in the form of continuing 
relationships between individual, experienced members and less expertenced 
ones. 

In the area of evaluation, institutional development efforts might 
usefully extend beyond the 1 ess experienced members in the form of exchanges 
of personnel among advanced Pvus. The evaluated organization would benefit, 
\<Jithout charge, from the insights of an evaluator experienced in Haiti but 
approaching the program from a different point of view, and the organization 
providing the evaluator would benefit from learning both about the broad 
strategy and assumptions of another development organization and about 
specific techniques. This approach could also be a powerful stimulus to 
collaboration among PVOs. 

Q. Coordination 

lhe primary vehicle of coordination should be the Technical Conmittees, 
t.hough the staff will support them in various ways, for example by providing 
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secretarial and recordkeeping services, by identifying interested members, and 
by providing information on pva activities and resources and on other sources 
of technical assistance. The following actions should be taken to increase 
the effectiveness of the Technical Committees. 

1) Membership. The membership of the committees should be filled out with 
dynamlc, action-oriented representatives strongly committed to 
coordination. 

2) Staff. Each of the committees should be provided with at least a part
bme, pai d coordi nator. If USAID or other donors do not provi de 
funding for these individuals, hiring will have to be postponed until 
HAVA has sufficient income to meet this cost. (Efforts to obtain funds 
or vol unteer staff time from the members for th. s purpose have been 
unsuccessful due to competing priorities. The members are willing to 
volunteer considerable amounts of time for committee work 'but are not 
to the point of being willing to supply or finance HAVA staff at the 
expense of their own programs.) 

3) Procedures. The Technical Committees should produce annual or 
semlannual action plans to be reviewed and commented on by the 
Executive Committee, and agendas, for and reports on each meeting. 
These should be result- or product-oriented; i.e., they should concern 
not just what is to be or was talked about but should specify what 
program acti ons are to be or were a product of the meeti ng and what 
unfinished business remains. 

4) Role Clarification. The Agriculture Committee should be renamed 
"Agriculture, and Envi ronment" and an Envi ronment subcommi ttee perhaps 
created, or, alternatively, an independent Environment ,Committee should 
be set up. The Income Generation Committee should be renamed the 
Income and Employment Generation Committee, as employment is a key 
objecti vee 

[i) Tasks. The commi ttees shoul d stri ve to reduce overl ap and increase 
synergi sm of member efforts and bri ng about shari ng of resources and 
information. The geographical allocation of well-drilling 
responsibil ities across organizational 1 ines by the Water and 
Sanitation Committee is an excellent example of resource sharing. 

Sharing of resources in the form of procurement capabilities or 
material and equipment on hand are also possibilities, as is the 
sharing of unskilled personnel. The ultimate form of the latter would 
be agreement among agencies working in one area or on one product to 
specialize in development of skills which would be shared. Thus, in a 
coordinated rural development area, one pva might develop and provide 
to the others expertise in crops or animals, another in water 
management, a third in storage, a fourth in marketing, and so on. This 
coul d result in the need for fewer experts and the creati on of greater 
expertise, as a consequence of the acquisition of more extensive 
experience by the experts remaining and the increased possibility of 
financing training, observation tours, and technical assistance for 
them, as a result of pooling funds and reducing duplicate expenditures. 



Another possibly useful role for the Technical Conmittees involved 
in cOlTlTlercial production activit"ies would be to provide local (as 
opposed to export) market information to the members so as to optimize 
their choice of products, and advise on where to get technical 
assistance for production of new items. 

6) Programs. The committees should dew~lop geographic or product foci 
around which efforts at coordination can coalesce, e.g., select areas 
such as watersheds or valleys, or agricultural or livestock products 
for efforts at coordination of all PVOs worki~g" in the area or 
product. Similar or analogous II product ll foci are possible in the case 
of health, education, environment, and employment generation, and a 
geographic focus for such programs would obviously be feasible. 

7) Technical Consultation. The Technical Committees should call upon 
outs 1 de experts to revi ew the commi ttees I ideas and to meet wi th them 
to offer suggesti ons as to what prob 1 ems shoul d be addressed by the 
committees, and through them the members, and what the most recent and 
best approaches are (e.g., in agriculture, crop and animal varieties, 
cultivation, soil conservation and water management techniques, 
appropriate technology, and general agricultural development 
strategies). Such experts should be sought in the international 
development community in Haiti, from such sources as the U.S. agencies 
and the bilateral donors, and will presumably be without charge. 

S) Sectoral Planning and Coordination. In the long run, the committees 
might develop sector,,' strategies and action plans intended to 
influence organizations, governmental, private, and PVO, which are not 
members of the commi ttee. Even in the shorter term the commi ttees 
should intensify efforts to coordinate with such organizations, moving 
slowly, however, to involve the government while its future is 
uncertain. Coordination with the private, for profit, sector might be 
frui tful in such areas as markets, credi t (from agro-i ndustry as well 
as credit institutions), and technical assistance (again from 
agro-i ndustry) for agri cul tura 1 products and 1 i vestock, and in the 
areas of education (the private schools) and health, though the latter 
is already being coordinated by AOPS. 

One parti cul ar, but somewhat uncommon area of coordi nati on \'Ihi cll 
should not be overlooked is coordination of agricultural or livestock 
production plans to avoid overproduction. There is a tendency" for many 
organizations to get the same idea at the same time without being aware 
of the market implications. (This could conceivably happen, for 
example, with regard to ch~rcoal production which provides an incentive 
for reforestation, a need which is currently, and justly, a matter of 
\',i despread concern among the PVOs in Ha i ti • ) Thi s danger woul d be 
avoided by the market information service recommended below. But 
pending its establishment HAVA members should at least exchapge 
information on their production plans. 
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f. Reimbursable Services 

This is one of two ways in which HAVA can raise money to pay for its 
activities. The other, seeking donations, will be discussed below in section 
h. As noted earl ier, reimbursable services have the advantage over fund 
t"'aising as a source of financing that they benefit both HAVA and the members 
and do not compete with the members for funds. 

This will be an experimental effort. It could turn out that it does not 
pay for itself or that it is too difficult to administer. There are grounds 
for believing that the effort has a reasonable chance of success, but no 
certainty. There is also the ever-present possibility that the person hired 
to run the effort will not be up to the job, 

None of these are reasons for not tryi ng the experi mente They merely 
suggest that HAVA should proceed cautiously at first with the Secretary 
Genera 1 and/or a member knowl edgeab 1 e about business superv; si ng the work 
closely to assure that sufficient feasibility analysis is done. that no 
serious risks are taken, and that the person managing the services is 
capable. In addition, the members should be forewarned of the purpose and 
experimental nature of the effort so that, if services ~re discontinued. they 
do not feel let down or lose confidence in HAVA as a result. 

One more thi ng whi ch shoul d be consi dered before a reimbursable service 
program in general or any particular service is introduced is whether HAVA 
provision of the particular service or a combination of services is likely to 
engender resentment among competi ng pri vate entrepreneurs whi ch coul d 1 ead 
them to take steps ·harmful to HAVA. It may be that there is a problem with 
some services but not with others o'r that no one service pr.esents a problem 
but that a critical mass may be achieved as HAVA expands into a variety of 
services. It may also be that pdvate entrepreneurs' reaction is not a fixed 
quantity but can be meliorated by HAVA dialoguing with the entrepreneurs. 

A list of reimbursable servicps which might be provided by HAVA is 
attached as Annex J and comments on the Simon Fass feasibility stUdy on 
reimbursable services as Annex K. Together these suggest some steps and 
criteria which might be applied to a reimbursable services program. 

Further comments on reimbursable services follow. 

1) Staff. It is important that reimbursable services', w . .,ich could easily 
absorb all the time of the current staff, not be permitted to interfere 
with HAVAls other program activities. This would be likely to result 
ina loss of membershi p and credi bil i ty as well as a setback to the 
programs themselves. 

We therefore recommend that reimbursable services be set up under a 
separate department of HAVA initially with a staff of one professional 
and possibly a secretary/administrative assistant. The Jepartment 
would be largely independent receiving the minimum of supervision from 
the Secretary Genera 1 of HAVA necessary to assure that its efforts to 
introduce services arC' satisfactory and that no serious problems arise. 
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The head of this department should be an entrepreneurial type person 
with business skills and, ideally, experience, and at least a modicum 
of interest in HAVA's goals (i.e., not motivated solely by greed or 
ambition). As it may be difficult to obtain someone with all these 
attri butes, experi ence may have to be foregone in favor of the more 
important entrepreneuri a 1 and busi ness apti tudes and appropri ate 
motivation. 

Thi s uncommon combi nati on of attri butes mi ght be found ina young 
person who has recently received an t~BA from a· good school. As an 
inducement to such a person, payment mi ght be at 1 east parti a lly on a 
commission basis; i.e., the reimbursable service manager's earnings 
wou 1 d depend on the amount of income genera ted by the servi ces (wi tn 
prices set by the Executive Committee to assure that member interests 
are protected). Ideally the manager's earnings would be entirely on a 
commission basis from the beginning, but it may be necessary, in order 
to attract acceptable candidates, to offer a salary, which 't/ou1d be 
phased out at a fixed rate over a period of, say, two years. This 
would give the manager d guaranteed minimum income for a certain period 
of time, with the possibility of augmenting it from conmissions from 
the beginning. 

2) Feasibility Studies are in theory desirable before anyone is hired to 
lntroduce services, but they are expensive, there are services which 
appear sufficiently promising and low risk to warrant trial without 
elaborate prior study, and requiring prior study of alternatives in an 
effort to optimize choices is likely to cost more than it is worth, in 
lost earnings as well as direct costs. We therefore recommend that a 
reimbursable services manager.be hired and that he or she do or arrange 
for feasibility studies, or introduce services without them as seems 
appropri ate. The Secretary General shou1 d work closely wi th the 
manager at the beginning to assure that adequate prior analysis is done 
and that HAVA does not get into services which can result in a 
significant loss of funds or credibility. 

Help in conducting feasibility studies might be obtained at low cost 
or free of charge from business students, Haitians who are studying 
here or abroad, and forei gn students who are interested in such work 
during vacations between school years. Such help will, however, 
require close supervision and should not be sought until the manager is 
in place. 

It should be possible to obtain valuable information on what is 
feasible and how it can be done by talking with members who are already 
providing a given service on a significant scale. 

3) Gradual Approach. While we recommend that HAVA proceed as rapidly as 
possible with tile initiation of reimbursable services, it is important 
also that the Secretary General make sure the reimbursable services 
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manager does not introduce servi ces so rapi dly as to conmpromi se the 
quality of the operation or run unacceptable risks. The principal 
limiting factor will be that income must be built up to the point where 
it can pay for staff making more rapid expansion possible. We assume 
that this will be a gradual process during the initial phase and while 
the reimbursable services office has a staff of one professional, but 
that it can accelerate as more people are hired. Additional staff Ciln 
be added initially on a part-time basis. 

One way of introducing services gradually is to·begin by contracting 
wi th outsi ders to provi de them (e. g. , procuri ng goods through 
established importers) and shifting to direct provision of the service 
by HAVA staff as it builds up. In fact this will make it possible to 
introduce servi ces more rapi dly than if HAVA tries to supply them all 
directly. 

Another important limiting factor is that operations involving 
significant investment and risk should be undertaken only after the 
operation in general has sufficient income to cover the risk. 

4) Fees should be on a sliding scale according to the ability of the 
member to pay wi th perhaps three or four 1 evel s, one or two for 
international PVOs (divided perhaps into the well and less well 
endowed), one for estab1ished Haitian PVOs, and one for new Haitian 
PVOs. This should apply to membership fees as well as fees for 
reimbursable services, and the top membership fee should be 
substantially higher than the current $120. 

Some services are currently provided without fee. All services 
which can reasonably be charged for should be. The criterion of 
reasonableness is perhaps whether this is the sort of service commonly 

. provided without charge by an association, e.g., the bulletin and lists 
of PVOs. 

Among other things, HAVA should examine the feasibility of charging 
fees for funds ra i sed for the benefi t of members. It is concei vab 1 e 
that donors wou1 d object to HAVA deducti ng a fi nder I s fee from grants 
it procures. A fi xed fee for the search and proposa 1 wri ti ng servi ces 
actua lly provi ded, ra ther than a percentage of the amount obta i ned, 
would seem unobjectionable. However, this is likely to result in HAVA 
receiving less than it would on the percentage basis. An alternative 
woul d be for the benefi ti ng PVO to pay from other sources if thi sis 
feasible, though members as well as donors might have objections to 
this. Yet another possibility would be for HAVA to provide accounting 
services to the member in connection with the funds obtained, for a fee 
which would be a percentage of the grant. 

HAVA cannot impose fees over the strong objection of a significant 
number of members, but it shou1 d a1 so try to persuade members of the 
desirability and reasonableness of fees. A dialogue with the members 
on the reasons and cri teri a for fees shou1 d begi n well before they are 
introduced. 



g. Representation 

Representation of member interests should be undertaken by Technical 
COnlni ttees, as well as staff and the Executive Commi ttee, where the matter 
being lobbied on is sector specific and there are no advantages in bringing 
the whole weight of HAVA to bear. The Technical Committee approach may be 
particularly appropriate for the removal of constraints which impede execution 
of programs (e.g., absence of land titles as a constraint to soil conservation 
and reforestation). 

• 
h. Fund Raising and Administration ., . 

HAVA should emphasize ways of obtaining funds which will reduce the fund
raising burden, such as obtaining grants which can be put into an endowment 
fund, . the interest on which would be used for subgrants or loans, and 
establishing permanent relationships between small donors (such as small 
foundations, church groups, and individuals) and individual grant recipients. 
The endowment approach caul d al so prove to be a manageable way of fi nanci ng 
HAVA overhead. 

In addition to seeking out donors, HAVA should provide assistance to 
members as needed in writing up grant proposals. A fee should be charged for 
this where possible. 

Thi s woul d seem a particul arly good time for seeki nQ funds from the 
Haitian private sector, with the end of the Duvalier regime-and the resulting 
hopefulness and activism with regard to development. HAVA should move quickly 
in this area. 

HAVA should proceed with caution in its efforts to obtain excess 
property. Past efforts, through FA VA and PACT, have been disappointing. The 
problem is that they were supply- rather than demand-oriented so that there 
was little demand for the property produced, disappointment when it was 
accepted, and results .,.,hich did not seem comr.Jensurate to the investment of 
time involved. These problems should be avoided in the future by limiting 
excess property procurement to speci fi c, important needs and to assi stance 
programs which are willing to focus on such needs. 

1~ Technical Assistance and Training 

ItAVA should institute follow-up inqulrleS to those receiving 'technical 
assistance or training to find out how useful these inputs proved to be so as 
to shape future assistance in the light of this feedback. 

ItAVA shoul d seek agreement from the members to speci fy amounts of time for 
which technicians with expertise useful to other members will be made 
available and establish a roster of such technicians for the benefit of other 
members. 
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HAVA should establ ish and maintain relationships with sources of free or 
low-cost technical assistance such as the Peace Corps, VISTA, PACT, and the 
International Executive Service Corps and CESO, its Canadian equivalent, so as 
to keep informed about what services they are offering and facilitate requests 
to them. It should begin by compiling a list of such organizations. 

Consideration should be given to training outside of Port-au-Prince as it 
may reduce costs for travel and accommodations (in some cases only the 
trainers would need to travel) and for facilities (in the case of large 
courses which cannot be given at HAVA). It might also entourage ~ttendance by 
people who would not otherwise attend and help inform people outside the 
capital about HAVA and its services, thus leading to more active involvement. 

HAVA shoul d set up semi nars or conferences of pva speci ali sts working in 
Haiti' on specific topics to give them the opportunity to exchange ideas, 
experi ences, and techni ques. Outside experts mi ght be brought in as well, 
though the meetings would be useful even without them. 

jc Information Gathering and Dissemination 

1) Evaluation. Follow-up should be conducted among a representative 
samp 1 e of members on documents di stri buted by HAVA, particul arly ones 
considered especially useful, to dete. mine how useful they are to the 
members, what problem they have with them, and how they think they 
might be improved. 

2) Market infonnation and technical assistance referral service. A 
posslbly valuable lnformatlon serVlce whlCh could be lntroduced by HAVA 
is a market (including production) information and related technical 
assistance referral service. Few if any PVOs are aware of many of the 
product opti ons for the farmers or other producers they a re he 1 pi n9. 
As a result their choices are often far less than optimum. They may 
even be worse than 'that as the PVOs may be unaware of adverse market 
trends until it is too late. Individual farm communities which are no 
longer or never have been helped by PVOs are in an even worse 
situation; they do not have the necessary market information, do not 
have tne means' to get it, and would not Know where to get reliable 
techni cal assi stance to introduce new products even if they knew what 
they shou 1 d be. 

As far as domestic markets and related technical assisfance are 
concerned, such information should be readily obtainable' by the 
Technical Committees and can be disseminated by them. nlis would be a 
natural part of their sectoral planning and coordination function. 
However, insofar as small farmers supported by PVOs can meet export 
market requirements (and there are differences of opinion about this), 
a more sophi sti cated i nformati on ga theri ng system wi th contacts abroad 
woul d seenl necessary. 
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It would be significantly more efficient and effective for one 
organization to gather this information on behalf of the pyas in Haiti 
rather than for each to try to obtain it for itself. It would require 
a high level of expertise and research on demand abroad which could 
best be obtained by hiring market researchers in importing countries. 
Even if one PVO could afford such expertise, more complete and reliable 
information would result from a pooling of resources. 

The most urgent need is for market i nformati on, si nce the task of 
identifying technical assistance sources is inore manageable by 
individual pyas, though HAVA could be helpful in this respect too. 
However, it is problematic whether pyas would be able or willing to put 
up money for so experimental a service. It will therefore probably be 
necessary for HAVA to make an effort to obtain funding from donor 
sources. Even when the utility of the service is demonstrated, it may 
not be needed often enough by anyone PVO to justi fy its shari ng the 
cost of maintaining it. It may, therefore, be necessary for HAVA to 
finance this out of earnings in the long run. This should not be a 
deterrent. The service could be an important one which an organization 
such as HAVA is best situated to provide. 

3) Governme"t action alert system. Another information service that HAVA 
could usefully provlde is information on Haitian government actions 
affecti ng PVOs anci the benefi ci ari es of thei r programs. Thi s woul d 
entail reading newspapers on a daily basis and cultivating information 
sources, the members themsel ves bei ng perhaps the most important one, 
and writing up material from those sources. Initially, the members 
could be asked to write up any significant government actions, apparent 
trends, rumors, or straws in the wi nd of whi ch they become aware, and 
newspaper monitoring and abstracts might be done on a voluntary basis 
by members. When HAVA's financial situation permits it to hire more 
staff, it might take over the newspaper monitoring function. Care must 
be taken, however, in connection with this and other volunteer services 
noted above, not to overload the already quite active volunteer system 
on which HAVA heavily depends. 

4) Other information systems which HAVA might undertake or is already 
considerlng are: 

() a list of experts who have rendered good service, to be 
supplied by the members; 

o a temporary employee roster; 

() a library of evaluations, case studies, and. project 
descriptions, to be supplied by the members from documents 
created in the regular course of their business; and 

o case studies and evaluations of particularly unusual and 
promi sing progrums, to be conducted by HAVA as funds Jre 
available. 
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5) The HAVA Bulletin, which contains much technical information of 
interest to the members, should be issued bimonthly to lower the cost 
of putting it out and avoid compromise of quality resulting from too 
frequent publication. Also, HAVA should make renewed efforts to get 
articles from the members, perhaps by asking them to write up specific 
experiences identified by HAVA, as another way of reducing costs. 

One possibly useful sourse of information for the Bulletin and 
effecti ve use of it is to pub 1 i ci ze the concl usi ons of the Techni ca 1 
Conrnittees as to preferred strategies, specific coordination efforts, 
and promising technologies. In other words, when a Technical Committee 
reaches a conclusion about sectoral strategy, develops a coordination 
project or program, or gains useful technical information or ideas from 
its members or experts with whom it has been in contact. this 
information should be published in the Bulletin. This is not to 
suggest that general summaries of Technical Committee meetings be 
published, but rather only results of the meetings which might be 
useful to members who were not involved. 

One might question how useful the Bulletin is, since we don1t know 
the extent to which the information in it is translated into 
development results. Time and financing available for the present 
evaluation were insufficient for more than an impressionistic 
examination of this question and it is questionable whether the sums of 
money involved would warrant a more thorough probe. However. many 
members indicated that they fnund the Bulletin useful and it seems to 
be useful in promoting interest in and loyalty to the Association. We 
therefore conclude that it should be continued if AID is willing to 
finance it under the bridging grant. 

2. Planning 

/lAVA should develop long-term (perhaps five year) and annual action plans 
to highlight priorities and revise them periodically in the light of changing 
needs and perceptions. Such planning can also increase the purposiveness and 
hence effectiveness of HAVA efforts by setting specific performance targets. 

3. HAVA Funding 

UAVA funding is discussed above in sections l.a. Specific Priorities: 3) 
reimbursable services, and 5) obtaining and administering funds and other 
resources; 1. f. Reimbursable Services; and l.n. Fund Raising and 
Administration, above. 

4. Membership and Participation 

a. Haitianization 

One of the 1II0S t common reasons gi ven by Ha i ti an organi za ti ons for' not 
Joining or not being active in HAVA is that it seemed foreign to them. 
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Although th{s perception is changing under the impact of the Haitianization 
efforts by HAVA, the effort must continue in order to maximize the 
effectiveness of HAVA as a means of developing and serving the needs of 
Haitian institutions. In this connection the following measures should be 
introduced or continued: 

o continuation of efforts to have a majority of Haitian 
members on the committees; 

• 
o translation of all significant documents into French or 

Creole; 

G use of French or Creol e acronyms or compound titles for 
all organizational units. especially HAVA itself (which 
shoul d be changed to AHAB or another French acronym or 
compound, Haitibene, for example, the French title being 
Assoc i ati on Ha i tenne des Agences Benevo 1 es) and the TARRC 
(Technical Assistance Request Review Committee); 

b. Organizational Independence 

HAVA must, if it wishes to maximize membership, international as well as 
Haitian, continue to make it clear that it is an independent organization and 
not an instrumental ity of AID or any other outside organiztion or group. 
Concern over AID control was another reason gi ven for not joi ni ng HAVA or 
being an inactive member. 

c" Meetings 

I~ember organizations should be encouraged to send second level staff to 
General Assembly meetings on all occasions and to General Assembly and 
Technical and Special Committee meetings when the principal representative 
cannot attend. This will serve tuo purposes. It will increase the 
representation at meetings, and it will familiarize second level staff with 
the role of HAVA so they will think of it on appropriate occasions 
notwithstanding the absence of their director. 

Meetings should have agendas, be action-oriented, and be tightly run; 
i.e •• run in such a manner as to produce useful results and use time 
efficiently. Slow meetings without a clear sense of purpose or useful results 
have been a deterrent to participation in HAVA as in other organizations. 

d. Decentralization 

Various measures should be introduced to decentralize HAVA and extend its 
outreach, for example: 

(l regional assemblies and chapters outside Port-au-Prince 
which send representatives to the General Assembly; 

o seminars outside Port-au-Prince; 



e continued frequent f-;eld visits by staff and cOll1Tlittee 
members; and 

CI enlisting members in Port-au-Prince to visit members 
without Port-au-Prince representation while on field 
trips, for which purpose a map of member locations would 
be useful. 

ec Member Contacts • 

In addition to the field contacts described above, special efforts should 
be made to establ ish more extensive contacts with new and inactive members. 
This can be done by staff and by enlisting active members as "sponsors" of new 
or inactive ones with a responsibility for meeting with them to explain what 
HAVA can do for them and how it works, exploring ways in which they might 
contribute to furthering the purposes of the Association, responding to 
questions and misgivings, and inviting them to HAVA meetings of possible 
interest. . 

f. Registration 

As suggested earlier, a free PVO registration service may be an effective 
way of learning about and drawing in new members. 

5e Other Organizational Matters 

In addition to the organizational suggestions scattered throughout the 
above recommendations, HAVA should, as soon as financially possible, appoint a 
strong deputy to the Secretary General. At this point the staff is only one 
person deep in fully qualified development professionals and there is no staff 
member who can step into the Secretary Genera 11 s shoes in her absence or if 
she should leave the organization. This is less of a problem with HAVA than 
VJith other organizations because of the very active role and capabilities of 
the Executive Committee members who could take charge in the Secretary 
Generalis absence and assure t:1e choice of a well qualified replacement were 
that necessary. However, this would be considerably less than optimum in the 
event of a prolonged absence by the Secretary Genera 1 or whil e a replacement 
was being broken in. 

A deputy mi gh t be recrui ted from among those persons who may be hi red as 
grant administ,'ators or Technical Committee project coordinators. Hiis \'Iould 
offer the advantages of an extended trial and apprenticeship period. Grant 
administrators and project coordinators should be selected with this 
possibility in mind. 

I\~ has been sa i d before--i t bears repea ti ng--care shaul d be taker. not to 
o~erburd~n the volunteer system. HAVAls members have shown a heartening 
willingness to take on important and time-consuming taSKS for the Association, 
but aback 1 ash caul d be caused by excessive demands on ttlei r time. 
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B. AID 

1. Bridging Grant 

We recolJlTlend that AID conti nue fundi ng HAVA through the proposed bri dgi n9 
grant peri od duri ng which it can deci de if further fundi n9 shoul d be made 
available. Though HAVA performed weakly during the first year of its current 
grant from AID, it has shown impressive forward motion in the last year dating 
from the election of a new President to the Executive COlilTlittee and the 
arrival of the current Secretary General, initially ·as Information and 
Administrative Officer, and particularly since she assumed the post. of 
Secretary General in December 1985. 

We have reviewed HAYA management systems (its poliCies and procedures 
manuals, personnel evalu~tions and pertinent forms and procedures, accounting 
and information systems, mostly introduced during the past year) and find them 
sound and easy to follow. More important we have talked extensively with 
personnel of the organi zati on and members of vari ous commi ttees and observed 
them in action in the Executive Committee, the General Assembly, and meetings 
wi th members, representati ves of donor organi zati ons, non-member PYOs, and 
recipients of HAYA assistance at the community and organizational levels. As 
a result of these observations we have been impressed with the managerial, 
program. and interpersonal skills and motivation of the HAVA Committee members 
and staff, particularly of the Secretary General and Executive and TARRC 
COlJlTlittees. 

We have also talked extensively with mer.lbers, positive and skeptical, 
non-members, and donors and encountered unanimous posi ti ve regard for the 
current HAYA and its new Secretary General. Non-members are thi nki ng of 
becoming more active. Those who have been critical say that [lAVA seems to be 
dealing with the problems whiCh gave rise to their criticisms. New donors are 
interested in providing grant funds to HAYA. All have praise for Mrs. 
Mangones. 

itAYA thus appears to be an organization with good capabilities and 
potential. We say appears and potential only because it is too early to say 
that program results justify an unqualified conclusion. HAYA's potential is 
enhanced by the current climate of development in Haiti and among the PYOs. 
The fall of the Ouvalier regime has given rise to new optimism, activism~ and 
sense of opportunity. It is a good time to take the sorts of initiatives HAYA 
is proposing. 

If AID does not continue to fund HAYA at this time there is a strong 
possibility that it would be too late to find other transitional funding (if 
it could be found at all, financing of overhead costs being particularly 
difficult to obtain) which would necessitate a radical cutback in HAYA staff 
and resul t in HAYA mi ssing an important moment of opportunity at best and 
probably losing the confidence and enthusiasm of the PYO community as well. 
The PYOs would be likely to lose confidence not only in HAYA but also in AID 
if it were to termindte support for an organization it was instrumental in 
creating at its moment of greatest promise and member enthusiasm. 
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Finally, with the large number of PYOs in Haiti, it may be possible to 
blanket the country with organizations working at the grass roots level. 
These could monitor the unfore~een effects (e.g., adverse health consequences 
of water impoundment for agriculture, or adverse effects on access to land of 
ag";cultural innovations such as the high yielding varieties) and subsequent 
problems of project-oriented development efforts (e.g., loss of markets or 
price or disease problems with crops which were encouraged by development 
programs) so as to deal with such eventualities and protect beneficiaries from 
them. In other words, oqani zati ons, such as PYOs, whkh are dedi cated to 
being and remaining in touch with the intended beneficiaries of development 
efforts are more likely to become aware of and be able to deal with 
supervening problems than organizations which are only relatively remotely, 
partially, and/or temporarily involved with the beneficiaries of their 
projects. HAYA efforts at coordi nati on cou1 d make an important contri buti on 
to the realization of such a situation, which is one more important reason for 
continuing support to HAYA. 

2. Broad-Based vs. Sector-Specific Organizations 

USAID has raised a very good question as to whether it would be better for 
it to support a broad-based umbrella organization such as HAYA or establish 
and support sector-specific umbrella organizations such as AOPS (a Haitian 
organization which coordinates AID-supported health programs) and PADF (which 
coordi nates the AIlJ-supported reforestati on program in Hai ti ). We recommend 
the broad-based approach. 

One possible advantage of the sectoral approach is that a sector-specific 
organizction may be more diligent and effective in meeting the needs of its 
sector by virtue of its high degree of specialization and exclusive dedication 
to the sector. However, it is quite possible that the advantages of 
specialization could be aChieved through the HAYA Technical Committees (as it 
has been in the case of the Water and Sanitation COlilmittee). And single
minded dedication to one sector has its drawbacks as well as advantages, as 
will be discussed shortly. 

Another possible advantage of a sector-specific organization such as ACPS 
is that it brings under its umbrella not just PYOs but government and 
for-profit private groups as well. This would seem the optimum approach to 
coordination within the sector, while HAYA would have to deal with Government 
and for-profit groups as outsiders through interorganizational coordination. 

~~wever, there are a number of possible administrative and program 
advantages to the broad-based approach. In theory it woul d be best to support 
both types of organizations, but that might not be possible. If sector
specific orgnizations were created in every sector, the PYOs, many of which 
are mul ti sectora 1, woul d be hard put to parti ci pate in both HAYA and the 
sector-specific organizations. Several which are members of both HAVA and 
AOPS said that this would be a problem if there were several sector-speci'fic 
umbrella organizations and that, if they had to make a choice, they would 
prefer HAVA. Donors we talked to said the same thing. Their reasons are 
among those possible advantages of a broad-based organization set forth 
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below. (It should be noted, however, that the organizations and individuals 
we talked to all had multisectoral interests. Single-sector organizations and 
technicians might well have given a different response.) 

a. Administrative Advantages 

• Many services can be provided more cheaply and effectively 
by a broad-based organi zati on than a sector-speci fi cone" 
e.g., procurement of items needed in various s.ectors such 
as office supplies and equipment, construction materials 
and equi pment, vehi cl es and parts, and fuel; 
transportation; management training; and representation of 
PVO interests before the Government. 

• Overhead will be lower if there is one organization rather 
than several with duplicate administrative costs. 

• AID project management costs and burdens will be lower the 
fewer organizations there are and it will be dealing with 
an existing organization rather than having to create 
several new ones. 

o The multisector PVOs, which are many if not most of them, 
wi 11 be ab 1 e to go to one wi ndow for common servi ces 
rather than having to go to several. 

b. Program Advantages 

• In supporting HAVA we are dealing with a potentially 
effective organization which has already been created 
rather tnan organi zati ons which do not yet exi st and are 
therefore of uncertain potential. 

o A broad-oased organization is capable of an integrated, 
systems approach to development which is more likely to 
take into consideration significant and long-term 
relationships between the sectors than organization::; with 
professional and vested interests in one sector which must 
coordinate across organizational and professional lines 
(rather like the U.S. Army, Navy, and Air Force). 

o Similarly, a broad-based organization is more likely to 
become aware of and deal with unforeseen consequences 
outside the sector (e.g., health consequences of water 
impoundment for agriculture) or adverse developments which 
follow a sectoral intervention (e.g., changes in markets) 
Ulan is a sector-specific organization. 

~ Sector-specific organizations are more likely than a 
broad-based one to focus on technical problems to the 
neglect of the very important human ones. 
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o A broad-based organization with a primary goal of PVO 
institutional development is likely to do a better job of 
it than a sector-specifi c organi zati on the primary goal of 
which is to further a specifi c program, parti cul arly in 
that many if not most of the PVOs are multisectoral. 

o A broad-based organi zati on is 1 ikely to carry more \'1ei ght 
in negotiations with the government. 

• 
3. Ongoing Funding 

AID should perform an informa1, in-house evaluation of HAVA around January 
of next year to determine whether it is realizing its potential and should be 
provided further funding. The evaluation should look particularly at such 
things as: increase in and quality of HAVA PVO insitutional development and 
coordination activities; progress on representation functions and 
establishment of reimbursable services and fund-raising activities; level and 
quality of Technical Conmittee activity; effective grant administration; and 
focus on priorities. If the evaluation determines that HAVA has made 
sati s factory progress in real i zi ng its potenti ali n all or most of these 
respects, AID should provide further funding. 

4. Additional Funding 

IiAVA's success in meeting its objectives during the bridging grant period 
and beyond will be dependent on the following, in order of priority: 

e funds for hiring a reimbursable services manager, who 
should begin as soon as possible in the interests of 
reduci ng dependence on AID and other outside fundi ng and 
setting HAVA on the path of financial sustainability; 

(, funds for retaining at least a part-time fund raiser in 
the United States during the bridging grant period; 

o $80,000 for, continued small ($5,000 or less) subgrants 
during the bridging grand period, if institutional 
development goals are to be met; 

o $5,000 for training and technical assistance related to 
institutional development during the brid~ing grant period; 

(I funds for additional grant administration personnel if AIU 
funding for subgrants is increased beyond the above 
$80,000 plus the $300,000 AID currently proposes to give 
~~VA for four large grants; 

(I funds for a deputy to the Secretary General, especially if 
subgrant and loan programs are expanded beyond the 
$380,000 which, with a pending InterAmerican Foundation 
grant, would already entail HAVA hiring three more 
professionals; 

(. 
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G funds for hiring Technical Committee project coordinators; 
and 

o funds for hiring a market researcher in the United States. 

It is particularly desirable that the first four items be financed during 
ttle grant peri od and strongly recommended that AID provi de the requi red 
financing. Though the second through fourth items would require additional 
funding, part if not all of the funding for the reimbursable services manager 
might come out the bridging grant proposal, for example" from the items for 
Public Relations and International Travel and Per Uiem. HAVA's most effective 
public relations would be the effective execution of its priority programs. 
International travel is desirable, for example in connection with fund 
raising, the hiring of fund raising and market research personnel, developing 
technical assistance SfJurces, and identifying sources of supply for 
procurement services. However, it would not be essential to go abroad for 
these purposes in the next year, given connections already established by 
HAVAs so that this item is postponable. 

5. Program size 

It is important that AID avoid pressure on HAVA to increase the subgrant 
program at the expense of other priorities. If it is desirable to move more 
money through HAVA, more should be provided for subgrant administration and a 
deputy, but even then care shoul d be taken not to increase subgrants to the 
point where the amount of supervision required of the Secretary General, 
particularly considering that many of the staff will be new, interferes with 
other priorities or jeopardizes the quality of subgrant administratibn. As 
HAVA develops staff and administrative funding sources it should be able to 
handl e a growi n9 and ul timately very substanti a 1 po,-ti on of AID I S grants to 
the PVO sector. However, efforts to force the pace excessively could be 
seriously counterproductive. 

G. Program Coordination 

Hanagement tra i ni ng for AOPs members shou 1 d be prov i ~',ed by or coord i na ted 
\·lith HAVA management training so as to avoid unnecessary dupl ication. 



VI. LESSONS LEARNED 

This might more appropriately be called Lessons Reaffirmed. 

A. LEADERSHIP 

The experience of HAVA with its original and current leadership and of the 
Water and Sanitation Committee reaffirms the overriding importance of capable, 
dynamic, and dedicated leadership. Leadership may reside in a group of people 
as well as one individual, but without it organizational systems and 
structures, no rna tter how exce 11 ent, are rarely very producti ve and never 
suffi ci ently adaptable, and wi th ; t effect; ve systems w; 11 usua lly be 
devised. In short, development organizations fu~ction well to the extent they 
are led by people who can make things work. This seems a truism, but it is 
overlooked wi tn surpri sing frequency. Efforts are constantly made at 
"institution building ll on the implicit assumption that adequate staff will be 
provided or that this is not the responsibility of those who design or even 
initate programs of support for the institution. That's putting the cart 
before the horse. 

B. SUPPLY-DRIVEN PROGRAMS 

The experience with FAVA and the PADF excess program reaffirms the lesson 
that support programs which are ori ented toward what the assi sti ng 
organi zati on can most easi ly supply rather than toward what the assisted 
organization needs are doomed to ·fail~re. 
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VII. ANNEXES 

A. Evaluation Scope of Work 

B. List of Persons Consulted 

C. Interview Question Check Lists 

D. Grant Agreement 

E. HAVA Charter 

F. HAVA By-Laws 

G. HAVA r4embershi p Li st 

H. Geographic Distribution of Drilling Rigs 

I. Bulletin, Vol. 3, No.1 

J~ List of Possible Reimbursable Services 

I~. COl1lJ1ents on Simon Fass Report 

l. List of HAVA Seminars 

M. Suggestions on Policy and Procedures Manual 
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A.. OBJECTIVE • 

" !he M[ssion's FY 1986 Evaluation Flan calls for a final evaluation 
of the p~oject to review impl~mentation progress over the two-year 
1984-1986. LOP period, 'to assess the extent to which the Haitian' 
Association of Voluntary' Agencies (hereinafter referred to as HAVA or 
Gcmtee) was able to impmve. expam.and . .iDstitutinna1i:e .Jtse1f·in 
support of its PVD 1IICiDbeI:shil'. in Bai ti. '.. . 

15. SCOPE OF WORK 

Under the joint guidance and supervision of OPVD's Division Chief 
and the Mission Evaluation Officer; two evaluation specialists, with 
broad PVO experience,. including' PVO consortia, shall be· contracted for 
a working four-week period to implement . the-scope of work detailed 
below. One evaluation specialist, .the Team ~~ader, will be recruited' 
under this PIOtr:' The' other evaluation specialist will be r~cnJi ted' 
by USAlD/Haiti. This individual"will be under the ~upervision of the 
Team Leader. Individual tasks and assignments will be determined and. 
ag-reed upon by both evaluators. Prior to starting in country work, the 
AID/W. recnrlted I:Outractar will. TeVi5' 1!:Yalmtions ... .hssrms J.e:arned, 
and DtDer -pertinent do: llileutaticn . at 'the AlDlWashiDgton Center' for 
Development Information and Evaluation regarding PVC consortia 
projects, services and functions. . • 

1. HAVA Administrative nevelopmentlReinforcement 

a) review HAVA! s personnel evaluation system and determine its 
effectiveness. particularly in identifying and correcting 
administrati ve. management deficiencies; 

b) assess the extent to which job descript.ions· are clearly 
formulated, the degree to which they accurately reflect tasks 
performed, and whether or not the need exists to refine or 
revise them. In addition, explore future st.a££ing 
"requi rements and determine if technical assistance or training 

c) 

is needed for suff development; .. 

analyse HAVA's ~gement systens. 
e\aluJt~ their effectiveness 
institutional goals; 

including the MIS, and 
in achi eri ng Grantee I s 

;\V 
~~L-________ --------------------------. 
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• 
d) assess the thoroughness and completeness of the administrative 

procedures and processes as established in the Procedures 
Manllal - .focusing on superVisory, coard.i.l1a tion , ,planning and 
evaluatian ~ .functions - . .and. evaluate their 
appropriateness and effectiveness in ~eving internal 
operating efficiency; 

e) describe·the structure, cOOJposition and mode of opeTati~' '~f 
the EXecutive Committee (particularly its relationship ~o the 
HAVA staff ancl the General Assembly),' and assess its 
performance in the achievement of HAVA's institutional goals. 
1'h:is sectioD shDlJld also· include . 'an evaluation· ~bf .' 'the ' " 
effectiveness of HAVA's' techDical, cnjDmittees: and',the.'Emergem:y 
Preparedness ,and ])isaster Assistance moni'toring uni t in 
achieving planned objectives 'as ;~ta.ted in work plans and 
budgets; 

f) deteuaine the extent to which, HAVA is emerging as a central 
agency representing and serving !the interests of all member 
PVOs. indigeneous and foreign based, relfgious and secular, 
and recommend ways to rectify any imbalance identified. '(his 
task will re,quire the, intervi~wing of a representati ve sample 
of member pva agency Directors; , 

x) assess the perceptions of other donors 
, ,';, lepleScntative .sampli1lg,' toward, ..HAV.&'s goals, 

useful 1 ness , and effectiveness; 
• 

through a 
object! ves, 

h) interview a representative sa~le of non-HAVA members (both 
• indigeneous and other) to de,ermine why they are not members; 

and , ' , 

1) determine HAVA's effectiveness in consolidating and expanding 
its, membership. 
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2. Services Provided to Member PVOs f· .. · 

• 
Ihe project purpose called' an HA.VA "to'. l'l'DYi4e essential 

cnordination services to its 'PVC 1Dembershi-p_ 1be CDDt:nJCtO,"- wi 11 
evaluate the extent to which MAVA was succe~sful in achieving this 
objective, including: . . .. 

.:. 

:!] . is HAVA' adequately coordinating HAVA membership acti vi ties 
with other PVC C;Dnsortia, such as PACT, AFID, OlDEL, etc.? 

- ., , i( • • ... ~ .. 

b) ,is the requisition and distribution system that wa.s planned,. ~ .. 
.. 'channel excess equipment frr:a exter.aal agem:.ies (e.g ••. PADF, -.:. 

PAVA) to HAVA PVC.' members, function:ing,· satisfactorily? If 
not, iden~ify tbe causes of the majar .lStumbJi ng blocks and 

• '. propose ways of resol viDg them; . 

c) 

d) 

are the established public infonuation mechanisms - .e.g., 
General Assembly' ~~tings, seminars, newsletter, etc.' -
effective means of disseminating info~ation, discussing 
acti vi ties and solici ting id~as and opinions,? If appropriate, 
recommend •• way's . that are more effective to accomplish this 
purpose j . , e • 

'. . . . 
is HAVAls permanent staff, executive and .:technical committees 
suf~iciently .41ware .of .field activities to' mordjoate .pya 
pTCgl'ams! . . - . ' 

e) are the services currently being provided ~ HAVA to Its 
membership appropriate? What other types· of services are 

IQ recommen:ied? and 

f) if planned activities were not carrIed out or were modified in 
some way, were such actions justified? 

• 
• 
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3. De~lelopment Acti vi ties; (PVa Sub-Grant' Program) . 

a) Wi th ~spect %0 this caDpOnent, "the contractors . shall evaluate 
the Grantee'S management. performance of this program, 
including the appropriateness of develo~ment priority focus, 
program selection process and criteria, and anticipated 
develcpment impact.o£ sub-grant, activities. Determination 
should also be made whether or not sub-grants either as 
currently implemented or in.a modified .fo~, ought to become a 
permanent development acti vi ty of ~VA, or 1£ other 
development activities should' be Lmdertaken byHAVA. . . . . 

b). USAID, originally envisioned HAVA .as becoming an organization 
tbrpugh whiChiubstantW funds could. be channeled to provide 

"sub-grants t other PVOs. Is this a realistic expectation and 
should it be a function of HAVA? . I , 

, .-
4. MAVA's Long-Tprm Financial Viability 

.. 
a) analyze aoo describe the institutional relationship between, 

the Florid.i Association of Vohmtary Agencies (FAVA) AND HAVA 
and comment on the nature and extent ··of assistance the fonner 
provided to 'the latter. In this context, the contractors 
shall . thoroughly review the recently completed AlD/W 

. .... eVlll.J.mtiml·.Df F4JlA m:tiritiJ:s •. ad highlight .. pe.rtinen1: lessons 
learnedj . 

b) assess the Grantee's effectiveness in carrying out local or 
- any other fund raising activities, particularly those which 

" would pay for core costs; 

c) determin~ whether or not a fOnDal relationship with an 
~xternal PVO is indicated, to assist in fund raising, other 
technical assistance and equipment procurement activities. If 
.so detemned, estimate, the recurreIlt costs . .invQlved . and .how 
they can be covered; 

• 
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ANNEX C 

• 

I. What sp.rvir.p.s ciops HA VA provide you? 

How useful are they? 

Order of importance? 

2. What are the most important things HAVA could do for you? 

3. What do you consider the most important things, HAVA could do not just 

for your organization but in general? 

~. What do you think of and how, if at aU, would you change HAVA's 

action vis-a-vis the gove~nment and donors 

efforts at. coordinating PVO positions and programs 

review of grant proposals 

technical assistance 

seminars and workshops 

buUetins 

general assembly meetings? 

5. What other problems, if any, do you have with HAVA? 

How important are they? 

What changes, if any, would you like to see made? 

G. Do you think HA V A can exercise more influence on thp. government than 

individual PVOs? 

http:servi.es


7. What do you think of Kathy Mangones, the current Secretary General 

(Executive Director) of HAVA? 

8. For HAVA committee members: why do you think HAVA is worth your, 

time? 

" 

9. In what way does and could your organization contribute to HAVA's 

performance of its functions? 

10. How do you see HAVA relationship to AID and the AID program? 

11. To International PVOs: Do you think it wou.d be reasonable' for HAVA to 

have a sliding scale of fees with international PVOs at the top? 

12. How useful are HAVA's bulletins and seminars? 

13. Is there anyone you'd particularly recommend we talk tp about any of the 

above questions? 
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• 

1. What's your impression of HA VA? 

2. What's its reputation? 

). Would you consider joining it? 

If not, why not? 

Are there any changes it could make which would cause you to reconsider? 

4. If you're interested in joining, what would you like HAVA to do for you? 

5. What are the most important things you think it can do in general? 

6. What if anything do you know or have you heard about the Director of 

HAVA and what's your opinion of her? 

7. Have you been to the HAVA offices? 

What was your impression of them? 


